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PREFACE
This research has focused on particular aspects of organisational 
behaviour* It has expressed a concern for the tendency of 
many studies of organisational behaviour to dichotomize concepts 
and to separate much of the theory and empiricism* Accordingly, 
considerable effort has been given to appraising the theory 
surrounding the concepts of the ‘formal’ and the ’informal' with 
a view to determining their importance and value* The 
theoretical discussion has established that directly and 
indirectly these concepts have remained an essential part 
of the theory of organisations* Despite this apparent importance 
the concepts have been poorly defined and even more poorly 
utilised *
Empirical research was, therefore, embarked upon to determine 
the practical value of these concepts with particular emphasis 
on managerial behaviour* The ensuing studies provided material 
for the development of additional concepts which elaborate and 
hopefully enriched the traditional though vague understanding 
of formal and informal* The main intentions behind the 
elaboration and clarification of the concepts was to include 
behavioural actions and intentions. The framework adopted 
for this purpose was a social action framework* This approach 
signified the importance that was to be given to individual 
perception and meaning relating to situations and circumstance*
It was not adopted on the basis of excluding a ‘system’ 
approach but rather to place the system approach in an ‘actor’ 
meaningful perspective* This is not so much, therefore, an 
attempt at convergence, but at illustrating essential 
relationships# The research has concluded with what is 
described as a ‘contextual typology' which illustrates 
diagrammatically how the ideas of structure and process have 
been interrelated*
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I N T R O D U C T I O N
INTRODUCTION
An issue which continuously arises in organisational sociology 
is concerned with the purpose of this particular part of the 
larger discipline. Application of ideas and interpretation of 
findings could lead naturally into contribution toward 
organisational effectiveness. Implicitly, Veber was providing 
for what he felt was the Inevitable process of large-scale 
organisations becoming increasingly bureaucratic. By 
identifying the ideal type there was provided not only the 
means for comparative studies of organisations, but also the 
goal to which organisations should aspire, assuming the value 
of rational bureaucracy was accepted. The issue therefore is 
really whether organisational sociology is concerned with 
reflecting ’social-reality’ from the viewpoint of an observer 
role within the framework of the status quo, or whether it is 
intended to influence the quality of the observed scene.and 
change the status quo. In principle, whether studies are 
attempting the former or the latter, the analysis which is made 
should be an expression of methodological rigour which allow's 
for the continual development of the understanding of 
organisations•
Doubts, that may be raised, concern the application of the 
principle and the rigorousness with which understanding has 
been developed. Much organisational enquiry for example, has 
sought to examine relationships ‘plucked from their native 
ground’. Assumptions about meaning have been made without 
concern for the basis of such assumptions. Second order 
meanings or common-sense have been imposed without concern for 
the feelings and perceptions of the actors within organisations 
Organisations are even now discussed as if people were not a 
part of them.
This research has adopted the humanistic perspective of 
sociology which treats the actors and their frameworks as the 
central focus of attention. The idea of developing concepts to 
contribute toward the development of knowledge follows from 
this perspective. The research has sought to embrace the
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•rational’ organisationi.and the social behaviour of its 
incumbents and treat the relationship between these two elements 
as being essential and problematic. The concepts in particular 
are the generic title of ’formal’ organisation and its 
corollary the informal. The research is concerned with the 
meaning, connotations and general relevance of these concepts.
The problems associated with this particular ’dichotomy’ were
brought into focus for me by the Donovan report on Trade Unions
and Employers Associations^ and subsequently in its common
usage at the Commission on Industrial Relations where I was
employed as an Industrial Relations Officer. In the Donovan
report there was a reference to the ’two systems' of industrial 2relations . Two distinct entities, which at the somewhat 
elusive points where they meet, were often adduced to be at odds, 
one with the other. The conflict was seen to be between the 
formal system ’embodied in official institutions’ and the 
informal system ’created by the behaviour of people and3organisations’' . It could be implied from this construction 
that these systems are mutually exclusive. That was not the 
intention but it did mean that such an approach had inherent 
weaknesses. Is there such a precise and yet arbitrary 
distinction between formal and informal? What is occurring 
when the two systems meet and most critically is all behaviour 
and interpersonal contact informal?
These were the basic questions which prompted this research.
They were added to by the experiences of the researcher at the 
CIR and in industry generally. The common reference to 
behaviour being informal because it was describing a social 
relationship was again misleading. The concepts of formal 
and informal seemed much abused and misunderstood. In one CIR 
reference team^ there was a prolonged debate prior to
1, Royal Commission on Trade Unions and Employers Associations 
1 9 6 5 - 6 8 “ n.M.S.O. Command Paper 3 6 2 3 , I9 6 8 .2, Op, Cit. P.12 "The one is the formal system embodied inthe official institutions. The other is the informal system created by the actual behaviour of Trade Unions and Employers Associations of managers, shop stewards and workers".3, Op. Cit. P.1 3 .4, Report No, 17 - Facilities afforded to Shop Stewards - : l^ Tl H.M.S.O. Command 4 668 (C.X.R.) P.4l
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publication about what was meant by formalisation and again 
about how to distinguish formal, which it seemed was written 
and agreed procedures, from informal which encompassed all 
social behaviour! The members of the reference team eventually 
decided that the issue was too thorny to be specific about and 
merely published a very generalised two pages on the subject.
The importance of this dilemma in the understanding of 
organisational behaviour should become clearer as we proceed.
The basis of the research was established upon the problem of 
apparently confused concepts leading to ambiguous application 
with regard to different typos of behaviour. Subsequent 
sections of this research, particularly the survey of literature 
and analysis of organisational theory, will reveal the 
relationship of formal and informal in a manner which has 
reinforced the researcher’s initial concern. That such a 
fundamental weakness has remained in the study of this subject 
for so long is perhaps incomprehensible. However, it does not 
require an extensive survey of previous works to ascertain that 
the problem, whilst apparently semantic, is actually concerned 
with activity in every organisation. This may be best 
illustrated by considering an extreme hypothetical situation,
A business organisation, (for this research is not concerned 
with purely ’social’ or ’natural’ organisations such as the 
family nor with total institutions or coercive organisations) 
of any purpose (other than perhaps a twenty-four hour service) 
would survive, and normally does, with all its staff absent 
for short periods of time - holidays, weekends and overnights. 
However, should such an organisation suddenly find that one 
Monday morning its personnel had been totally replaced with 
equally able and trained, skilled or educated staff, and should 
the organisation survive, it would be fundamentally different 
and operating on a completely changed basis. Part of the 
organisation, that part which is more than just the sum total 
of the participants, would disappear. Further, and this is 
equally important, many features of the ’old-order’ would 
disappear or become unrecognisable and a 'new—order’ would 
re-emerge. Thus the 'new organisation® would cause entrenched 
systems, ’formal’ orders, instructions and rules to fall into
disuse whilst other parts of the ’formal organisation' would 
be worked in ways which might be entirely different from the 
old organisation. Without a relatively constant social element 
to provide continuity the organisation would thus reveal an 
entirely neif picture. It follows from this illustration, if it 
were at all substantiated, that the 'formal organisation’ is 
not a part of the organisation wdiich is meaningful unless it is 
related to the respective employees who are required to make 
meaning out of the formal organisation. The difference, 
therefore, between formal organisation and the social 
organisation more commonly referred to as the informal, is thus 
more than semantically determined. If the concepts continue to 
be used they need greater clarification, otherwise it is 
necessary to follow the suggestion made by various organisation 
theorists, that we should now discard them.
The major purpose of the research therefore, is simply 
clarification and stimulation of concepts which are important 
to the general development of the theory of organisations.
Having started with such a purpose, the research has inevitably 
confined itself to a more specific field of study and drawn 
its conclusions from this more restricted area. Therefore, 
before the concepts discussed can be fully clarified and 
utilised, the researcher is bound by the conventions of research 
to appeal for more widespread and differently focused studies 
to validate the ideas thus presented.
In fact the specific field of study chosen was managers and 
management structures. This specificity, partially denies that 
such conclusions as are made here will follow in all social 
groupings within organisations. The reasons for focusing 
solely upon managers need not detract from the general 
implications of the findings. There are, for example, social 
groupings within management which have structures akin to 
worker groups, albeit perhaps more loosely defined. Ideologies 
and technical systems may vary and objectives are likely to 
have some differences, but many beliaviours adopted by 
managers have interesting parallels in the behaviours of worker 
and other groups. However, one of the major reasons for 
choosing managers as the focus of the study was that it was felt
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that in the managerial sphere the confrontation of the formal 
and informal may be more fully illustrated. Managers are 
essentially concerned with the decision-making process, with 
the utilisation of authority in their roles and the meeting 
of responsibilities. The scope therefore for comparing and 
analysing the prescribed features of their roles with the 
discretionary behaviour amongst managers appeared greater than 
with other groups in an organisation. -
The designed course of study has oeen conventional in most 
senses, except perhaps in the research methods which will 
shortly be explained. Whilst not denying the critical thinking 
about the development of most theories in comtemporary sociology 
this research has attempted to elaborate theoretical 
constructions on the basis of empirical studies. The fieldwork 
thus completed was not merely a mechanistic process to 
substantiate any proposed concepts, but a pre-requisite of t.xC 
study which laid the basis for the ideas and the broad model 
presented in conclusion. The very nature of the fieldwork 
enquiry appeared to the researcher to pre-determine the social 
action researcli methods, for which this researcher must confess 
a prejudiced affinity.
The presentation of the thesis is a logical progression of 
theory and empiricism. The theoretical discussion is concerned 
with the theme of the formal and informal concepts in 
organisational theory. I t .elaborates the concepts and 
illustrates the dilemma as well as the confusion created by 
concepts to which many theorists have applied common-sense 
meaning.
Section two of part one develops the relevant concepts related 
to the formal and informal distinction. This section discusses 
the definitions of concepts used in the research and is
-% Note especially A, Gouldner The Coming Crisis in Western
Sociology (Routledge and Kegan Paul 1971)? a.ndP, Worsley ‘The State of Theory and the Status of Theory’ Sociology, Jan. ‘74.
therefore a necessary part of the succeeding discussions in 
part two. Section three of che first part has referred to the 
research methods used in the studies and to the hypotheses which 
whilst not rigorously tested, provided a necessary insight into 
the problems with which not only this but contemporary 
organisations research is concerned.
The second part of the research is devoted to the survey of the 
empirical findings conducted in two organisations. These 
findings have been discussed and elaborated in terms of the 
conceptual ideas which the research is studying. The final 
section is a conclusion, summarised with an analytical model 
or framework which, it is intended, may be the basis for a new 
interpretation of the concepts formal and informal as well as 
offering scope for developing some research tools in the study 
of behaviour within organisations.
P A R T  I
S E C T I 0 N
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SECTION I
THE FORMAL AND THE INFORMAL IN THE CONTEXT OF OPGANISATT’ XAL 
THEORY
This section of the research is designed to give an 
understanding of the ‘formal’ and ’informal* concepts in 
organisational theory. The format is in five sections, each of 
which includes brief accounts and comments regarding the 
contributions to organisation theory and the way in which the 
formal and informal have related to the studios discussed. The 
sections have been labelled and treated separately but aie 
not fundamentally distinct. Much of organisational theory has 
developed with schools overlapping and with individuals not 
easily placed in any particular school of thought. Nevertheless 
there are themes running through organisational theory and the 
concepts of the formal and informal are evident, implicitly or 
explicitly in most of these themes. The themes and authors 
referred to are as follows:-
Classical Tradition Mayo and the Human Relations School
Weber MayoTaylor Roethlisberger and DicksonMarch and Simon WarnerBarnard HomansMerton (Sayles)BlauGouldnerCrozier
Personality and Organisation Theorists
ArgyrisMcGregorLikertVroom
Determinism and the Technicist School
Whyte (Sayles)Walker and GuestBlaunerWoodwardTrist and Barnforth Pugh et al
Social Action Frameworks
Etzioni Silverman
Fox Bittner
Parsons Glaser and Strauss
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The Classical tradition - Organisations as bureaucracies
The classical tradition has within in it sevei-al main 
contributors and others who have included organisât! n theory 
as part of their broader analyses of society. The former 
category is more pertinent to this research because it was 
more expressive of the dual concepts under review. The latter 
including theorists such as Marx and Durkheim are seen for 
present purposes to be less relevant whilst still acknowledging 
that they provide useful ideas on organisations. The main 
classical school to be discussed here is that concerned with 
bureaucracies as types of organisation and with the major part 
in the development of our much enhanced understanding of 
bureaucratic organisations, emanating mainly from the ideal 
typology which Weber proposed as a means for analysis apd 
comparison. The bureaucratic ’type’ Was not expected to be 
found in concrete reality, but was intended to indicate the 
main characteristics against whicTi any bureaucratic 
organisation could be compared. These characteristics are ;-
- High degree of specialisation
- Differentiation of private and official rewards
- Hierarchical authority structure with limited areas of 
command and responsibility
- Impersonality of relationships between organisational 
members
« Recruitment of officials on the basis of ability and 
technical knowledge
- Complete separation between the office and its incumbent
It is apparent, as Mouzelis says in his study of bureaucracy,
that where these characteristics exist one finds a ccmmon,
all-pervasive element; the existence of a system of control
based on rational rules; rules which try to regulate the wliolo
organisational structure and process on the basis of technical
1knowledge and with the aim of maximum efficiency , Mouzelis 
continued, maki.g the observation that "whether in the 
religious, educational or economic domain, Weber observes the 
proliferation of large scale organisations, the concentration
1, N, Mouzelis ~ ’Organisation and Bureaucracy’ Routledge and Kegan Paul - P,39
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of the means of administration at the top of the hierarchy. ,,.
The modern army, the church, the university are gradually
losing their traditional aspects. They are increasingly
administered by impersonal and rational rules aiming at
maximum efficiency. The large scale enterprise is the most
2striking example in this context",'
The Weberian notion of scientific rationality applied to 
organisational structure and design as a means to ultimate 
efficiency in any of the above typos of organisation could 
only be seen as a comparative and diagnostic tool and even then 
in a limited sense. The bureaucratic type proposed by Weber 
was the most elaborated of the ideal type concept.
Webers theory of the ideal type has been much misunderstood 
and criticised for reasons which suggest a failure to appreciate 
that the theory was not depicting the ’real’ situation and 
therefore was not concerned with analysing the informal 
behaviours, but with what Weber felt to be ’ideally’ the most 
efficient form of organisation. Comments on Weber’s 
construction, could be focused on the level at which the ideal 
type method is expected to operate and that is as a means of 
cross-cultural general analysis of bureaucratic organisations.
In this sense the ideal type w^ as depicting a rational, rigid 
and mechanistic structure in which operations were mechanically 
conducted in a prescÀptive and strictly ruled bureaucntic 
system. For Weber, the operation of an organisation based on 
these premises if as the most effective way of utilising the 
highly specialised skills that are employed in modern 
bureaucracies. Accordingly the ideal type suggests that, by 
strict delineation of the areas of command, the bureaucrat can 
more effectively determine the achievement of organisational 
goals. However, this surict delineation is accompanied by a 
minimalisation of discretion. Procedures and rules determine 
actions and emotive, or impulsive behaviours, are reduced to 
the barest minimum in the ideal type. "In the great majority 
of cases he (the bureaucrat) is only a single cog in an ever
2. Op. Cit. P.18
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moving mechanism which prescribes to him an essentially fixed3route of march".
This relationship then, of the official and his office was of
paramount importance in Weber’s bureaucratic type and was
deliberately unconcerned with the character of the human
organism. The typology is of a strictly utilitarian nature
with "the impersonality of such a system, since the official
must perform his work sine ira et studio - without love or
enthusiasm; its essentially formalistic spirit, since it is
available to all, without distinction, to whom the regulations
apply, such regulations having to be carried out on the basis
of the provisions they contain and not of the subjective
demands of individuals; finally, the tendency of officials to4treat matters from a utilitarian ’point of view’ ",
What then of the value of Weber’s ideal type to the development 
of organisational theory? Certainly a most important aspect 
is the very notion of an ’ideal type’ and it is with the 
characteristics of this concept that possible criticism may be 
levelled, Weber defined his ’ideal type’ concept as follows
"An ideal type is formed by one-sided accentuation of one or 
more points of view and by the synthesis of a great many 
diffuse, discrete, more or loss present and occasionally absent 
concrete individual phenomena, which a^ 'e arranged according to 
those one-sided emphasised viewpoints into a unified analytical 
construct",^
Weber was aware that his ideal type bureaucracy was a 
conceptual framework, however it was based on the value of 
ultimate efficiency in administrative organisations of mass 
society. This efficiency was determined by rationality and 
impersonality and may be seen in this respect to remain far 
removed from the irrational, highly personal reality of many 
modern organisations. Therefore, whilst as Mouzelis remarks 
it has been possible to see the march of bureaucratic
Gerth and C.\v. Mills: From Max Wbber: Essays in
the Social Sciences’, Free Press, 1949» P.90*
3. H,So4. J,
5. E.
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organisation in modern mass society, the ideal type is limited
as an effective moans of contributing towards the understanding
of ’social reality’, Weber was much concerned with this and
had concluded says Freund, "first of all, that reality surpasses
our power of understanding,,* next, that it is impossible to
descibe even the smallest segment of reality completely or to
take into account all the data,, , With this it is difficult
to disagree, however this does not preclude the range of
choices which are aveiilable, to survey the social scene. The
ideal type is but one choice and does not appear to this
author to provide for the richest understanding of organisations
This understanding needs to emerge out of the continued7development of theory grounded in empirical science,'
The limitations and inherent values of Weber’s approach have 
not however, denied the vast legacy he provided in considering 
the bureaucratic functioning of organisations; "Weber’s 
theory may be regarded as the most lucid and coherent of the 
many endeavours made to give greater precision to the concepts 
used in the human sciences",^ However, as Mouzelis pointed 
out, "he (Weber) did not proceed to the empirical study of the
internal structure of bureaucracy and it was left to his 9followers to carry on the analysis on an empirical basis".
Regrettably some of the more renowned theorists of formal 
organisation, as with Weber, failed to make empirical 
contributions. One such contributor, Chester Barnard, 
nevertheless challenged the nature of formal organisation 
thinking which was apparent at that time. Barnard’s truism 
that "by definition there can be no organisation without 
p e r s o n s m i g h t  have been more controversial when it was 
written. In contemporary terms, Barnard’s identification of 
three elements of an organisation as i) communication,
6, J, Freund - Op. Cit, P,77 o See B, Glaser and A, Strauss - ’The Discovery of Grounded Theory’ - Aldine Press I9 6 7 .8, O', Freund Op, Cit, P. 70,9, N, Mouzelis Op. Cit. P.55*10* C. Barnard; ’The Functions of the Executive’ Harvard U.P.
1938 P.82,
ii) willingness to serve and iii) common purpose are somewhat 
naive. These elements were identified as part of a formal 
system, but one which was personalised by individual behaviour. 
The assumption apparently made was still very much in line 
with Weberian values and w^ as based on t:he idea of individuals 
consciously relinquishing personal control, assumedly to less 
personal forces, Barnard’s simplification denied some of the 
issues he implicitly raised such as the relationship between 
personal behaviour and the impersonal organisation. The 
statement for example that ’willingness means self-abnegation* 
cannot be accepted without empirical substantiation, which is 
not provided, Barnard’s strengths however can be seen in the 
recognition of an organisation as a complex series of units. 
These units become associated to form a total system 
functioning with degrees of success which are dependent upon 
the concern shown for the three elements mentioned above. The 
idea of plurality in systems was thus created at an early stage.
At certain junctures in the development of organisation theory 
the relationship of formal organisation and informal 
organisation has received major conceptual enhancement. In 
themselves the concepts of formal and informal have not always 
been explicitly confronted, although the nature of much 
discussion has been concerned with what they essentially 
represent. At the time of Merton, the idea of informality 
and what it represents was approached by viewing formal 
organisation from a different perspective! "In his discussion, 
Weber is almost exclusively concerned with what bureaucratic 
structure attains : precision, reliability, efficiency. This 
same structure may be examined from another perspective 
provided by the ambivalence. What are the limitations of the 
organisation designed to attain these g o a l s ? A c c o r d i n g l y ,  
there followed greater elaboration of the formal and informal 
in terms of anticipated and unanticipated consequences and in 
the school of functionalism using the concepts of the functional 
and dysfunctional, Merton developed concepts to examine the 
means by which the organisation of the bureaucracy: was
supported, providing especially the fundamental links between
11, R,K, Merton ’Bureaucratic Structure and Personality’reprinted in J.A, bitterer, ’Organizations’ Wiley I963 P. 242.
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personality, social groups and the organisation. As with niucTi 
contemporary thought he perceived the potential richness in
•role* analysis which has probably yet to be fulfilled.
1 2Merton's classic piece on role sets linking social status
and social role, has been fundamental to the examination of 
many organisational social structures. Several of the 
'mechanisms for the articulation of roles in role sets', for 
example differences in power, means of insulating role 
activities and role isolation have been utilised and illustrated 
in this research.
Subsequent followers have taken various aspects of Weberian 
thought in their development of the theory of bureauc , Two 
key linos of thought formed much of the basis of the iormal 
and the informal distinction. Certain theorists, notably 
Blau, Scott and Schoenherr, developed the formal understanding 
of organisations on fundamentally Weberian lines* . The basis 
for this form of analysis used anticipated consequences of 
structure as the means for control of organisations. A second 
line of thought examined the behavioural responses to forma], 
organisation as represented by informal individual and group 
behaviour. The researchers in this area were focusing more on 
the unanticipated consequences of organisational order and on 
the problems of control that was created. March and Simon 
depicted this dichotomy with their General Bureaucracy Model.
/
Ant .T cipated
Consequences
Use of 'machine' 
model as control device
Unanticipated
Consequences
The General Bureaucracy Model 13
12, R.K. Merton 'Social Theory and Social Structure'Free Press 1^i6813* H.A. Simon and J.G. March,'Organizations', Wiley 155S, P«37
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Of the formal school, there is a divergent group of organisation 
theorists Who were forerunners of a 'managerial' tradition.
Tills approach possessed a rational logical method of thinking 
in relation to managerial problems and included Taylor and 
Fayol and other predecessors of practitioners bridging the gan 
between theory and managerial practice.
Of the formal organisation theorists it appears that Blau has 
given rise to the greatest confusion. Initially in his work 
the 'Dynamics of Bureaucracy' his focus was on the "daily 
operations and the interpersonal relations of government 
officials".  ^^
Indeed in vague form he posited the idea upon which this
research is partly based that the insights provided by studying
'informal' relations and practices "are not simply idiosyncratic
deviations but form consistent patterns that are new elements1 5of the organisation". Whilst the positivist methods suggested
Blau was at that time still retaining a' 'formalistic spirit' 
to his enquiri'gSy the intentions seemed clearly to adopt a more 
behavioural stance. Subsequent work of Blau's has proved that 
he retained the orientation of a formal theory of organisations 
and, as w'ill be discussed in the succeeding section, behavioural 
features have become a distinctly secondary feature. The 1 6somewhat severe indictment of Blau made recently b}'" Argyris 
has'cast Blau's much acclaimed earlier work into a shadow of 
doubt «
Gouldner was able to construct and continue to develop concepts 
which gave insights into the unanticipated consequences of 
bureaucratic organisation. Studies by Gouldner have been 
suggested as providing both a dynamic and dialectic aspect to 
organisational analysis. The classic studies exhibiting 
informal behaviour in the gypsum works illustrated the nature 
of the informal system as a means of disturbing organisational 
equilibrium and of the formal forces which effected return to
14, P. Blau Dynamics of Bureaucacy, Chicago Press, 1955» P.3®15, P. Blau, Ibid.16, 0. Argyris The Applicability of Organisational Sociology. 
Cambridge Press, 1972, P.18/19*
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stability even if that meant a new equilibrium, Gouldner's 
patterns of bureaucratic behaviour are worth briefly examining 
on the basis that they are behavioural qualifications to the 
bureaucratic system,
Gouldner's study on bureaucracy has followed similar lines 
with the explicit notion oi dysfunction feeding back on the 
system which was required to adapt to maintain a state of 
equilibrium. The unanticipated consequences are characterised 
by conflicts and tensions, particularly evident in what ho 
discerned as three patterns of bureaucratic behaviour. These 
three patterns are, firstly, mock bureaucracy. This particular 
type of bureaucratic behaviour is of especial importance to 
this research for it refers to the social responses to rules 
and formality imposed upon the organisation and not determined 
by the members of the organisation. Thus a mock bureaucacy 
is in a sense a parallel organisation to the formal organisation 
Gouldner suggests that the informal values and attitudes 
associated with such a mock system are"bolstered by the joint 
violation or evasion of the rules in order to get on with 'the 
real job',
Gouldner's second type is the representative bureaucrtvc^« This 
bureaucratic system is essentially derived from expertise and 
knowledge rather than position power and hierarchical authority. 
Finally, there is what Gouldner referred to as a punishment- 
centred bureaucacy. This bureaucacy emphasises control and 
conformity and ensures these concepts or values by coercive 
measures wherever necessary. Authority and command are exerted 
and may, of course, raise issues of power distribution and 
struggles for the ability, if not the right, to control.
These types of organisational activity are essentially modes 
of bureaucratic functioning and it is possible to see the 
strands of much of Gouldner's thinking of organisational 
activity in many other organisational theorists. Certainly 
the implied criticisms which Gouldner has made of Weber, can 
be taken as extensive qualifications by way of exploring 
further concepts which indicate the complexities of modern 
bureaucratic organisations. In this sense, the 'school' of
18.
organisational thinking of which Gouldner has been a part, 
has not replaced Weber's original concepts, rather they have 
been complements to the ' idea], type'.
Like Gouldner, the study by Crozier of bureaucratic phénomène.»n 
suggested that bureaucracies need not be ritualistic and 
inflexibi.o, denying personal identification and imposition 
of influence. On the contrary, Crozier put forward the 
proposition, again a theme in this research, that sophisticated 
patterns of behaviour, rationally developed at different levels 
in the hierarchy can be used and developed for the purposes of 
personal and organisational goal achievement, Crozier however 
also enhanced the idea of tne 'vicious circle' of bureaucratic 
functioning and drew attention to the inherent problems of 
formal order and of the often misunderstood personal responses. 
This approach highlighted some of the most useful contributions 
of the classical tradition in the sense of identifying issues 
of power and conflict as being fundamental to the effective 
understanding of organisational behaviour.
These negative aspects of bureaucacy have probably been most 
usefully elaborated in the functionalist school and especially 
through Merton, The concepts of function and dysfunction, 
of manifest and latent behaviour and of systems theory have 
served to provide many of the stepping stones between the 
classical tradition and contemporary organisational analysis. 
These links are developed in a later part of this section and 
in the succeeding section,
Mayo and the Human Relations School
The classical theorists produced ideas and concepts and 
identified phenomena which empirical research has examined in 
various specific, situational circumstances. Increasingly, 
therefore, empirical studies focused upon the relationship 
between individual and social organisation in the context of 
situational factors. The particular school most closely 
associated with this approach was the Human Relations school, 
primarily concerned with a humanistic perspective and with 
redressing an imbalance which morbidly purported to the notion 
of man subsumed under a bureaucratic tombstone. Again the
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values implicit in this school have become pre-eminent to the
extent that they are in danger of invalidating such insights
as may be afforded by the conceptso Thus in an effort to
1 7overcome wiiat Gouldner called the 'metaphysical pathos ' ' in
the literature of bureaucracy, the human relations school has 
emerged into a philosophy devoted to denying an incompatability 
between the existence of large-scale organisation and the 
survival of personal initiative and individual freedom.
However, in the process of the development of this school it 
must be admitted that it has represented a highly diversified 
and changing movement of thought with many different views 
having been expressed under its umbrella.
The initiator of this movement was Elton Mayo whose famous 
studies in the Hawthorne PJ ant of Western Electric were the 
forerunners of many empirical works and established an 
understanding which is now accepted as a 'commonsense’ 
interpretation. The Mayo enquires focused on the relationship 
between individuals and their■environment and through a series 
of tests.and subsequent revelations, many of the results of 
which were inconclusive and confusing, there developed an 
awareness of the 'social' content of individual reactions and 
behaviours indicated in workplace activity. Thus the 
psychological and especially the socio-psychological factors 
assumed an importance in explanations of organisational 
behaviour. The focus turned with the Human Relations school 
to such things as the normative expectations of groups, to 
the values and informal practices and generally to features 
of group dynamics and influences on performance. There 
developed a realisation that individuals interpreted 
information and developed attitudinal frameworks and that 
insights as to how these processes occurred would prove as 
valuable as information about externally constraining factors 
such as tiie environment or management strategies. In order 
to gain an understanding of these processes and the attitudes 
associated with them, the Hawthorne experimenters embarked 
upon an extensive series of interviews. This allowed an 
investigation into what the researchers descibed as the 
sentiments and beliefs of the workers involved, and was
17» A. Gouldner - 'Metaphysical Pathos and the Theory ofBureaucracy' - American Political Science Review, Vol. ^9
1 9 5 5, P.496-507.
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intended to find explanations influencing behaviour and output, 
other than merely cauaal variables in the physical environment* 
In their report of the study, Roethlisberger and Dickson 
described the sentiments and beliefs of the workers as an 
ideology which was an expression of mutually interdependent 
relations wiiich in themselves affected output more directly 
than, for example, the intensity of lighting or the workers 
economic interests* This was explained as follows, beginning 
with the diagram:-
E
A := sentiments of the group B = behaviour in restricting output’C 5= reasons given for their behaviour
"The economic interest argument which we have been considering 
assumes a causal relation between C and B, It assumes that 
B follows from C* Actually, we see that for these operators 
B was an expression of A, the group's sentiments. Their 
behaviour was a way of affirming those sentiments which lay at 
the root of their group organisation, C, far from being the 
'cause' of their actions, was merely the way in which they 
rationalised their behaviour. They attempted to give logical 
reasons for their conduct and to make it appear as though 
the latter was directed toward some outside interference, 
whereas in I'act, B was primarily directed toward and expressedA...18
This particular quote is an indication of the rather naive 
interpretation given in analysing such situations as the bank 
wiring room at Hawthorne’s, even despite the fact that there 
was an increasing awareness of the complexity of factors
18, F. Roethlisberger and ¥,J. Dickson; 'Management and the Worker' Wiley ^^6h P,53^
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affecting behaviour* However, the complexity at this stage 
in their analysis focused essentially on psychologistic 
assumptions leading to a priori conclusions which in fact 
only considered a partial aspect of the work situation. The 
formal, structural analysis was being over-redressed by a 
focus on the informal behaviours generated out of group 
sentiment and normative activity.
In one sense a dialectic w^ as occurring between the formal
theoretical approach and the appreciation of the human
behaviour - the impact of people. The problem became one of
over-identifying organisational analysis with one or other of
these features of the dialectic, or put another way, of
failing to comprehend a synthesis. Thus the statement coming
out of the Human Relations school, "But people are a rather
special sort of resource. They not only work for the
"1 9organisation - they are the organisation , was typical of 
an exaggerated importance attached to a new-found dimension.
Mayo and the early Human Relations school had found a strong 
counterbalance to the scientific management theorists and to 
the hypothesis generated at the time that man was motivated 
by intrinsic self-interests. The counter argument now imposed 
values and norms on to the organisation which had a social 
basis and most important of all, suggested the informal 
organisation. The emergence of this novel concept thus 
created a dichotomy at a tJnie when synthesis might have been 
grasped, and whilst a sweeping indictment, it would appear 
that this concept of the informal grew from being an embryonic 
•discovery' to become a bete noir of the theory of organisations. 
The separation of elements of the organisational system in 
the analytical approach of Mayo continues in the contemporary 
analyses and various examples will shortly be quoted to 
illustrate the implications of such devices. For the moment 
however, the human relations theorists suggested that the 
informal organisation referred mainly to values and to patterns 
of behaviour which are not instigated by formal rules and
19* D . Pugh, Hickson and Hinings; 'Introduction to Chapteron 'People in organisations' in 'Writers on Organisations' Penguin 1973 P. 124
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policies but which arise naturally out of the activities of 
workpeople interacting in their work environment,
Mayo found the results of his work adequate to form the basis 
of his own ideology, (or perhaps to reinforce what he had 
already come to believe), and hence the concern for management 
efficiency and organisational success, in the framework of the 
'human factor*. Whilst the ideology need not be of concern 
to this research, the initiation of the concept of "the 
informal" is central to the arguments contained in this work.
The primary focus has been to ascertain whether this concept 
can be justified, particularly bearing in mind considerable 
criticism related to its meaningfulness. Thus the origin of 
Human Relations as a 'systems* school, as champions of the 
'human element' and critical of the domination suggested by 
bureaucratic structures, must be borne in mind in the assessment 
of conceptual convergence and synthesis of organizational 
theory.
Post-Hawthorne contributions to understanding organisations 
fragmented into various avenues, some of which retained the 
Human Relations perspective of 'social man' and others of 
whom sought to deny the 'closed system' of intrancrganisational 
activity. Amongst those in the latter category were the 
so-called Chicago school. Pre-eminent in this approach was 
W,L, Warner who introduced extra-organisational variables in 
his work, 'The Social System of the Modern Factory,' This 
contribution to community - industry studies was followed 
by numerous studies which attempted to consider the 
relationship between external and internal organisational 
factors. Further, this approach was a partial refutation of 
the isolation of the industrial organisation system from the 
broader context of societal -political, social and economic 
structures. For the behavioural sciences this added a 
dimension to be examined in the appreciation of organisations 
which made more complex the picture of mechanisms of human 
activity in specific environments.
Another major strand in the post-Hawthorne era began the 
development of analyses concerned with processes of 
interaction in certain quantifiable contexts. Again
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variations existed in this approach, which are worthy of brief
mention as a further backcloth to the fundamental issues of
this study* Homans provided a particular insight into group
behaviour. Having distinguished between 'internal' variables
and 'external' variables (which again has overtones of the
informal and formal) Homans proceeded to appraise the impact
of interaction between individuals as a major determinant of
behaviour, attitudes and performance. The interaction w'as
thus of a specific nature, possessing a social content and
being of the order of "interpersonal stimulation among members
of the flow of work outside the order of the other "20relationships «
The interactionist school caused an important shift in the 
sense of redefining the orthodox human relations definition of 
informal and formal. If a little ambiguous in intent, the 
interactionist school suggest a relationship between 
behaviour and formal structure which moves away from the 
separatist intentions of the human relations school. However, 
in its ambiguity and the subsuming of the informal, the 
implication is almost of a third 'interactional' category 
where the interdependency remains somewhat vague. Interestingly 
the formal and informal concepts are defined in terms of
concrete relationships and the distinction took a different% /p 1form from that in Management and the Worker • Alternatively, 
by implication the concepts were in process of being discarded.
Thus a middle path was developed by this approach and was
broadened by the further analysis of group structure and
leadership, notably studied by L.R. Sayles, The analysis by 22Sayles categorized groups and their structure according to 
their behaviour in different contexts, thus illustrating a 
relationship between situation, especially technology in the 
situation, and behaviour of the group.
20, C, Arensberg et al(eds) Research in Industrial Human Relations New York 1957 P,3^5
21, F.J. Roethlisberger, W.J, Dickson Op.Cit, P.5^6
22, L.R, Sayles - Behaviour of Industrial Groups. New York 195*
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The Human Relations school has received extensive criticisms
which in themselves have failed to appreciate the value of
the contribution made by the school to the more inclusive -
studies of some contemporary sociology* The excuse of
Roethlisberger that "one cannot look and talk about everything «2 3at the same time ' is a fair defence in one respect. However, 
research can express its boundary of analysis and not make a 
priori assumptions without suggesting the other variables not 
under scrutiny. Further the highly rigorous, systematic and 
quantifiable approach of parts of the Human Relations schcol 
detracted from some important problems especially concerning 
the nature of some of the processes, for example the 
interaction processes which they had constructively identified.
However, in providing an emphatic bias toward the influence 
of individuals and groups in work situations, the Human 
Relations school and its various sub-schools compelled 
subsequent organisation theorists to accommodate this element 
even if in ma: =y cases this was inadequately achieved.
Certainly the Human Relations influence created a basic 
problem of much system theory and this is, how are different 
systems integrated and what impact have they one upon the 
other? Thus having created the dichotomy of formal and 
informal, there remain the unsatisfactory definitions and the 
ongoing debate concerning the relationship between the 
systems and whether to redefine or remove the concepts they 
embodied. New ideas were therefore prompted, but many questions 
arose out of the complexities which the human relations 
variables seemed to pose. The whole aspect of social— 
psychology, of personality influence, was now brought to bear 
on understanding of organisations. Also, as previously 
mentioned, perhaps inevitably there was the division between 
the purists or organisational academics and the champicns of 
organisational effectiveness. The farmer became increasingly 
concerned witli the maze of complex factors impinging upon 
organisations and the latter with an ethos of productive 
efficiency combined with a humanitarian morality. Perhaps 
the rather spurious idea of academic respectability influenced
23» F.J, Roethlisberger - Management and Morale, Can bridge Mass, 1941. P.59
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the validity of various contributions, and it is notable hoiv 
the compendiums of the theory of organisations tend to 
disregard those writers who have dramatically simplified what 
the human relations school significantly projected as a complex 
problem.
Personality and Organisation Thooi■ i.sts
Argyris is amongst the theorists who have retained a 
respectability despite simplifying the perspective on the basis 
of personality and organisation, Ttie trend Argyris developed 
is complementary to the idea of removing a dichotomy such 
as the formal and informal, and in that respect is an important 
contribution to the present argument. As with others in this 
•school' however, Argyris certainly gave undue emphasis to the 
socio-psychological concepts, Argyris's model is based on 
the relationship between individauls and the formal 
organisation; reducing in fact, organisational behaviour to24three factors;-
"1. Individual factors - requires an understanding of 
personality factors and principles.
2, Small informal group factors - requires understanding 
principles of social psychology, one aspect of which is 
group dynamics.
3, Formal organisation factors - requires understanding of 
traditional principles of organisational people (staff - 
line, chain of command, specialisation of tasks; 
production layout and control and so forth.)"
Whilst simpliflying organisations to basic elements, the 
framework has particular value in the analysis of some 
individual behaviours, especially when attempting to 
distinguish between incumbents of similar roles. However, 
Argyris does not otherwise appear to overcome many of the 
theoretical problems of the general bureaucratic model. He is 
basically concerned with two 'grand systems,' (these being the 
'individual personality' and the 'formal organisation'). By 
adopting a system approach he is confronted with the problems
24, C, Argyris 'Personality and Organizations ' Harper and 
Row 1957c P.7
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of system theory. This is strongly Implied in £i recent
criticism of Argyris by Nerd wVio suggests that by focusing
upon the micro-level of organisations Argyris fails to
comprehend larger' system inputs as factors in organisational 2 5activity ' « The criticism continues, in concern for Argyris*s
appeal for an all inclusive approach to the subject; "Even
in his plea for interdisciplinary work, Argyris's discussion
has a m i c r o - f l a v o u r c  Sociological variables which might be
added include: attention to sources of legitimacy of
authority in the social system, political power, ownership of
property, tlie competitive economic structure, individualistic26versus collectivistic value orientations and so forth *"
However, despite this apparent preoccupation with the micro-
level and the implied built-in conservatism of such a theory,
Argyris is one of several of the so-called P and 0 theoi'ists,
(personality and organisation) who concentrate on management's
problems of achieving organisational effectiveness. On the
one hand he advocates methods of interaction whereby "... trust,
27openness and individuality are able to predominate" thus
firmly committing his values and at the same time appealing
for research which is "designed to confront the foundations28of present society," Accordingly, there arises out of
Argyris the confusion as to whether what he is saying is 
concerned with what does, or what should exist.
Central to Argyris’ theory is the notion of needs and along 
with other personality and organisation theorists the 
postulation is basically that much of man's behaviour is 
consequent upon his driving to satisfy certain needs. Maslow 
was amongst the earliest to project this line of thinking 
when he developed the idea of a need hierarchy through which 
individuals would progressively pass as they satisfied each 
level of needs. This particular school was significant in a 
number of senses. One is related to the idea that behaviour
25* W. Nord: Personality, Organisational Theory and the Status Quo, A.S.Qo June 1974. P.250
26. ¥. Nord: Op. Cit. P.251
27 * Ce Argyris: Personality and Organisation Revisited, A.S.Q, 1973* P.160
28. Ibid
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is not caused solely by social interaction as was the theory
of much of the human relations era but that there were
significant psychological factors that required understanding.
However, as with the human relations school, in order to
emphasise their ideas the personality theorists gave their
additional insights a pre-eminent role as an influence upon
action and, unlike the human relations school, they failed to
provide any significant empirical support to their generalised |
theory. Thus Argyris mentioned at one stage, that ".o*
’underneath' the layers of social learning there may be strong
but regressed needs and capabilities for self-actualisation;"
and continued: "Unfortunately, there are no systematic studies29that have focused on this proposition," '
Other personality and organisation theorists who have 
contributed to this field in a pseudo-scientific manner are 
McGregor, Likert, Herzberg, Lawrence and Lorsch, Blake and 
Mouton, and Bennis, Each of these contributors, and indeed 
one or two others have assumed some importance in the field.
This may be due to the 'popular' views they have tended to 
project rather than the additions they have made to 
organisational theory. However, whilst it is possible to bo 
polemical about these businessmen and authors, it is appreciable 
that their area of focus is highly marketable and its very 
marketability has in recent years led to substantial criticism 
from those applying the more stringent rules of the behavioural 
science disciplines, Silverman however suggested a telling 30perspective provided by such contributions when he commented:
"If the claim of organisational psychologists to offer 'a 
general theory' or organisations, which synthesises the 
knowledge of the social sciences, might be regarded as 
premature, a sociological approach can still derive a useful 
insight from their work. This arises*,, from the important 
reminder that they indirectly provide of the limitations of 
positivist sociology," Indeed, McGregor has shewn sympathy 
with phenomenological approaches such as Silverman's; "human 
behaviour is seldom a direct response to objective reality, 
but is rather a response to the individual perception of that 
r e a l i t y , ^
29. C. Argyris: 'Integrating the Individual and the Organisation P.79-8030. D, Silverman: 'The Theory of Organisations' II.E.B, 1970
P.81
3 1 . R, McGregor: 'Leadership and Motivation', M.I.T, I9 66 Po2l6
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McGregor's approach focused on an examination of the basic
assumptions which dominated much managerial thinking about
organisational behaviour* These assumptions considered man
as resistant to change and by nature antagonistic and
recalcitrant a Such a view, McGregor maintained, led to
managerial behavioural responses which sought to achieve high
performance despite the inherent attitudes in the 'nature of
Man*. Such responses denied the higher level needs and
accordingly the conditions created were in contradiction to
the objectives which were sought* The similarity with Argyris'
observation of the contradiction of personality requirements
and the formal requirements of the organisation are quite
eviaento McGregor continued his analysis by using what he
called the Theory X and Theory Y approach which are two .
alternative means of appraising human motivation* Theory X
is proposing characteristics suggesting man has a negative
orientation to work whilst Theory Y suggests a more positive,32and by implication, desirable orientation to work,'
Likert is also concerned with similar problems and identifies
four systems of management which typify the nature of possible33responses to the assumptions about man's working nature.
These four systems are: 1) the exploitive authoritative type;
2) the benevolent authoritative type; 3) the consultative type 
and 4) the participative type. Again the premise is that man 
has a basically positive orientation to work and has needs 
which require satisfying which in themselves will contribute 
to the positive attitude. However, the means of satisfying is 
determined by the 'law of the situation', elements such as 
individual needs, adequacy of communication, superior 
sensitivity and therefore the actions taken must vary if 
objectives are to be met. The underlying assumptions are 
however much disputed: particularly the notion that satisfaction 
is correlated with performance. The confidence with which 
these theorists make such assertions in the hasty disregard
3 2 , R, McGregor: Ibid,33 o R, Likert: 'New Patterns of Management,' McGraw Hill I96J
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of other inputs into the situation, whether these are economic 
or social, is remarkable when one considers the schools that 
have preceded the personality theorists and which have 
contributed to a complex understanding of organisational 
activity*
By implication of the personality theorists it is through 
the utilisation and the impact of the formal structures in 
relation to task objectives, that the 'unanticipated' or 
negative consequences arise. In effect the concern therefore 
is less with the nature and form of the structure, although 
they seek some changes in this element, but rather more with 
the process by which the structure is made operational in the 
organisational context* The relationship between 
organisational structure and behaviour, now has an intervening 
variable. Of course for these theorists 'the personality' is 
that variable, and yet despite this, the nature of the 
characteristics descibed in the personality concept, notably 
the 'needs' of individuals remains unconvincing as untestable 
hypotheses *
The other names previously mentioned as working in this area 
have either made similar contributions, such as Herzberg and 
Lawrence and Lorsch; or have tried to replace the needs 
hypothesis with more generalised notions. In the latter case 
Bennis and Schein have suggested that organisations should be 
treated as organisms with the same characteristics of health 
and disease as a living creature. Again as such theorists 
have been writing in recent years it is somewhat amazing that 
they are not more aware of the debate concerning problems of 
the holistic school and the funetionali-sts ,
If these various theorists have tried to embrace all that has 
gone before and develop 'general theories' which patently 
oversimplify because they are over ambitious, then it would 
be fair to say that the perspective adopted by Vroom is less 
ambitious, Vroom focused upon individual behaviour and 
professed that "although research on the behaviour of groups 
and formal organisations was of interest to me, I doubted that 
meaningful generalisations would emerge which would 'cut across'
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34phenomena at different analysis,"' Vroom was also less
concerned with precriptive thoughts and more with analytical
tools, especially the concept of valence * Valence is used
with reference to '.affective orientations towards particular
outcomes' and attempts to relate those situations where the
outcome is satisfying to the individual concerned, Vroom
suggests that "the problem which besets the industrial
psychologist is to identify the affective consequencse of
particular forms of social interaction within the work 3 5situation," and in attempting to provide concepts to answer 
this problem does not appear to be applying the same 
universality as the 'human needs' theorists, Nevertheless, 
Vroom is still concerned with solving problems internal to the 
organisation and the individual within it and is in danger of 
reducing the impact of macro-forces by enlarging the 
significance of micro-factors* Further Vroom's preoccuption 
with the value of outcomes denies any inherent value in the 
means of achieving outcomes to the individual*
The significance of the 'micro' theorists should not be 
underplayed in terms of conceptual development of the formal 
and informal, although it needs to be considered in a realistic 
perspective and assessed on its contextual merits; that is in 
relation to the general understanding provided by conceptual 
development of the complex array of variables. As Fox has 
commented referring to the personality and organisation 
theorists; "Most writers of this persuasion, however, have not 
hesitated to urge the re-dpsigping, re-organising, and 
re-structuring of work to meet the supposed requirements of 
the 'natural man' " . The limitations of this school are
well expressed by such remarksi
The human relations school and the subsequent off-spring, have 
over-emphasised the individual and the group, concluding with 
the analysis that there is inherent contradiction between the 
social elements in the work situation and the formal structure • 
of the organisation* The criticism conveyed by Fox is
34* V, Vroom: Work and Motivation, Penquin, 1964* P* vii*35• V. Vroom: Op* Cit, P,119*
3 6 , A. Fox: A Sociology of Work in Industry* CollierMacMillan, 1972, P*6,
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particularly pertinent to the theme of this research in that 
he is implyring that whilst these schools have delved into 
human motivation, needs, drives and so forth, they have focused 
on elements which cannot be fully appreciated without 
comprehension of the context* The context, especially as 
represented byr the formal organisation has been summarily 
discussed in many cases as the root cause of organisational 
•illness* or 'disease', or of dissatisfaction by the individual 
Alternatively, a priori the context is not as important as 
the people who define that context*
It would seem, therefore, that irrespective of the nature of 
the formal structure," its development and organisation, its 
adaptability or rigidity and the application of the individual 
to a situation which has formal arrangements, the concern 
should be with the individual and his 'world' or his personal 
'social reality' as conceived in a unique and highly personal 
'conceptual environment'* In this conceptual Environment; 
that is a personal framework in which elements have been labelled 
with person ally meaningful conceptual terms, the individual 
may act out his role within individually prescribed choices of 
action and 'freedom' of perception* Accordingly importance 
is attached to the choices of action and the perceptual 
framework adopted byr the individuals* There is an exclusion 
of the nature of any relation between the variables in the 
situation and the people who have created that situation* It 
is almost as if, in organisational terms, the nature of formal 
organisations was created before individuals had a part to 
play in the design of organisations*
Whilst the personality and organisation theorists may have a 
significant role in conceptual development it is necessary 
that they should express the conditions under which their 
ideas apply and do not make assumptions about the organisational 
level and societal level without having first shown for, or 
conveying an appreciation of, these levels*
Determinism and the 'Techiiicist School *
Alternative approaches to understanding organisational activity 
have come particularly from various contributors concerned with 
the impact of situation upon behaviour* Many of these 
contributors have been labelled deterministic and over­
structuralist in their approaches* However as this 'school* has 
developed, it too has become increasingly aware of the importance 
of socio-psychological factors such as perception and meaning.
In its appraisal of contextual - environmental factors the 
following is most significant to the structure and process 
argument of this research*
Technological impact on organisational activity was evident
from the very early contribution made by Taylor, but he was
able to give only a limited insight as to its effect* The idea
of factors in the situation or the environment impinging upon
behaviour developed partly out of stages of the Human Relations37school, and here Whyte was instrumental in leading into the 
deterministic framework* However, Whyte was one of the earlier 
theorists who postulated that in the absence of contrary 
evidence, where variation existed in the behaviour of workers 
in different situations it was due to the impact of technology 
upon 'activities', to 'interaction' and to the 'sentiments' or 
values of the work force* Thus, the much popularised accounts 
of the disquieting effects of the assembly line became apparent 
as causes of dissatisfaction through 'negative sentiments'.
An important process had thus been embarked upon in considering 
a major variable in organisational design and behaviour.
Despite what has been an over-deterministic and strongly 
positivistic stance during some stages in the understanding of 
situational variables in the form of technology especially, it 
is notable that it is very much an extension of the inter- 
actionist approach Whyte adopted that the students of 
organisational behaviour have tended to follow*
In a valuable contribution to the conceptual clarification 
regarding group behaviour, Sayles projected a strong determinism
37* V/,F* Whytes 'An interaction approach to the Theory ofOrganisations' in M* Haire (ed) Modern Organisation Theory* 
New York 1959®
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in his work* "Our whole emphasis has shifted from concentrating
on the informal gr(up to the relation of workgroup behaviour '
t the technological and organisational s e t t i n g * a n d  as a ]
conclusion to his study his findings "indicated that the
teohnolog} of the plant - the way jobs are distributed and
flow into one another and the nature of the division of labour
- moulds the types of workgroups that evolve ,* * the human
element, sc called is a resultant of the technological 39decisions * * « " The fallacy of sucli a conclusive outcome
is again due to the exclusion of factors not measured or 
analysed. The implication in Sayles* argument w^ as that there 
were characteristics inherent in the group which were caused 
by factors in the technological environment and that other 
variables, for example wdiat the individuals brought into the 
group, or the history of an organisational culture, or the
type of leadership, were only of secondary consideration,
Sayles* group analysis and the technological determinism which 
affected them, was again essentially a 'closed system* approach 
Accordingly, it is difficult to gauge the full effect of the 
factors Sayles analysed and still more difficult to determine 
in circumstances of change and the nature of processes going 
on when one type of group becomes characterised by the criteria 
of another group type. Nevertheless, Sayles' group types 
of apathetic, erratic, strategic and conservative are 
heuristicaJly valuable, if less useful in any processual 
analysis. Further, Sayles was also shifting the emphasis 
from the social nature of the informal group to suggest other 
objectives in terms of their interaction with their 
environment; "this is not the traditional concept of the 
informal group seeking conformity with established norms of 
conduct; these are much more free enterprise units interacting
4oin a struggle for maximisation of utility,"
This orientation has been^developed in various ways but 
notably by further studies in the assembly line type of 
technology, through Walker and G u e s t a n d  studies of the
3 8 * L, Sayles; Behaviour of Industrial Work Groups* P*l6839* L. Sayles; Op, Cit* P4
40„ L* Sayles: Op. Cit. P.1584l, C * Walker and R.Iî.Guest: 'The Man on the Assembly Line'
in J .A.Litterer: Organisations, Wiley,volume1.T969 P*250
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4 2machine shop through Roy' * Also in this particular field
and shortly to be mentioned are studies of cross-j.ndustry
comparison such as Blauner and Woodward who with different
basic approaches nevertheless examined different technologies
and the impact on organisations. These studies led a
considerable amount of work that has been done, especially
in lessor known studies concerned with the impact of technology
and with correcting the indictment Walker and Guest made in
the early 5 0 *s that "the relatively small number of studies
which have been made of assembly-line and other types of
repetitive work have been mostly laboratory experiments, not43explorations of experience in actual industrial plants,"
(My underlining)
Broadly, Walker and Guest identified many of the 'classical 
symptoms' usually associated with contain production jobs, 
repetition, lack of autonomy and variety., a minimum use of 
skill and minimal integration and work group relations on the 
job. However, they extended their analysis by interpretation 
to which they were not fully entitled but which is again 
an unfortunate earmark of much research work. Their 
interpretations were led by the determinism which the technology 
appeared to dictate and by the apparent job dissatisfaction 
which meant a priori that needs were not being met in the 
work situation.
The assumptions of needs and the necessity for job satisfaction 
pre-empted the interpretations of Walker and Guest and led 
to the criticisms which have been directed at the personality 
and organisation theorists. That is essentially that they 
cannot see the complexities which exist between the 
individual's attitudes and state of mind and his commitment 
and involvement to work. When these attitudes and mind states 
are expressed as being problematic then the issues of 
relationships between individuals and organisations and 
understanding of organisational activity become both more 
interesting and more complex and would seem assuming, logical
42, D, Roy; 'Selections from Quota Restriction and Goldbrickipgin a Machine Shop' A,J,S, Vol.57 1952.
43 o C. Walker and R.II. Guest: Op, Cit P.250
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rational social scientific methods to be more appropriate.
Fox, in his section on * Orientation to Work'appears to basically 
agree with this approach;"given this picture of culturally- 
moulded orientations and varying levels of aspiration, with 
a process of self-selection operating in widely differing 
degrees according to time, place and circumstance, we now need 
to examine the nature of the interaction which occurs wheu they 
are brought to bear upon the social organisation of the 
industrial enterprise *
The importance of the technical determinists, however, even 
if they over^redressed the human relations balance, is in 
their identification in more concrete terms of the relationship 
between situation or structure and process or interaction. 
Whilst it is in the essence of this research to regard the 
above relationship as problematic and not akin to universal 
generalities, nevertheless the development of concepts and 
understanding of variables continues to move through an 
invaluable process of thesis and antitliesis, Subsequent to 
Walker and Guest's studies, came the much respected 
contribution of Blauner, wlio again invoked a determinism 
emanating from his Marxist orientation. The distinction from 
Marx however, was that whereas Marx referred to the 
structural system of capitalism with ownership and control as 
determinants of dissatisfaction and alienation, to Blauner and 
others the sources of dissatisfaction could be found as much 
in the nature of industrialised mass society itself, Blauner 
stated that "the breadth of the alienation concept is due 
to the fact that it reflects the social conditions and 
consequences of the transition to an industrial society,
Blauner also added an infoi-mative footnote to this statement: 
"Note the similarity between this statement of alienation 
theory and the standard sociological analyses of modern 
industrial society (from Toennies to Parsons) which stress 
the predominance of instrumental over expressive orientations, 
of means over ends, of technology and organisations over 
family and community*
44* A. Fox: Op* Cit, P.2545* P , Blauner: Alienation and Freedom. Chicago 1964 P,3346, Ibid
'36"»
Whilst again there are insights developed into the Jiormative 
commitment of an individual as affected by technological 
and structural cicrumstances, Blauner gives little attention 
to the problem of distribution of power and control in his 
studies, Blauner also faces the dilemma of interpretation 
of facts and imposition of meaning which to the actors may bo 
unwarranted. However, such questions are now contemporary 
problems and thus the structural and technological 
determinists virtually bring up to date much of current 
organisational theory.
Substantial work in this field has come from the focus on
the interaction between systems based on the socio-technicali|. *7model. This method, common to both sides of the Atlantic ', 
adopts a 'task analysis approach.' This means identifying 
technical and administrative operational systems first and 
then explaining variations and the nature of behaviour as a 
function of these systems. Woodward and her colleagues 
examined a range of variables including elements such as the 
role of supervision and the impact of the pay structure.
They also examined the social background and expectations of 
the workers whom they studied. Woodward confessed, however, 
to only really being concerned with what was referred to as 
'constrained behaviour,*
This is "behaviour which has to be engaged in because of a 
person's obligations of employment and because of the 
administrative and technological constraints to which he is 
subject in his job'I^^ The research activity led to a 
typology of industrial organisations, distinguishing between 
unit and small batch production, large batch and mass 
production, and process production. The conclusions which 
were reached suggested that the behaviour (constrained) of 
workers in specified technological environments was limited 
in choice by technological factors; "most of the variations 
of attitudes and behaviour within the different Works can be 
attributed to technological factors
47* Note; In America similar exponents have included Bell, the above-mentioned Lawrence and Lcrsch, Perrow - now focusing on Organisational Development-and Udy.48, J, Woodw^ard : Industrial Organisation - Behaviour and Control, O.U, Press 1970 P.10 
490 J. Woodward; Op. Cit, P.2 3 I
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A particularly useful and relevant part of Woodward's research 
concerned the overall categorisation and analysis of control 
systemso Whilst not attempting to be exhaustive, especially 
concerning control informally achieved for example by power 
distribution, it nevertheless focuses upon organisational 
categories of control systems. These control systems, emanating 
out of certain technological constraints were seen as the 
mediating influence upon behaviour and were identified as 
follows ;-
1o Firms with unitary and personal controls.
2. Firms with fragmented and mainly personal controls*
3o Firms with fragmented and mainly administrative or 
mechanical controls,
4, Firms with unitary and mainly impersonal administrative 
or mechanical controls.
This method of categorisation was conveyed across two 50dimensions- , alth 
in the dimensions.
ough Woodward admitted to much complexity
UNITARY
PERSONAL MECHANICAL
FRAGMENTED
The conceptual addition of these 'control systems' added to 
the complexity of organisational activity and can be appraised 
both on the basis of how the researchers were unable to fully 
utilise the potential of the concepts, and on the inherent 
weakness in the concepts themselves. Thus, the under-rated 
concern for wdiat Woodward described as 'other' or 'non-task' 
behaviour was limiting on some of the conclusions. Indeed 
the fundamental issues of 'human determinism' or intenticnality
50, J. Woodward; Op. Cit, P,53
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have been largely neglected. This criticism was developed 
especially by Child in his concept of the "role of strategic 
choice 1’*^  ^ which c o n e e p t i / c u l t h e  idea of a decision­
making process being made by the executive of the organisation 
determiningwhat they perceived to be the best technological 
fit for their type of production.
Other researchers in this field are, notably, Trist and 
Baraforth, of the so-called Tavistock School, Initially studying 
coal-mining in Durham, they found interesting variations in 
group behaviour consequent upon the organisation of work.
Again, the focus here is on a theme now much discussed and 
referred to, namely the 'emergent informal organisation 
s t r u c t u r e C e r t a i n l y  Trist and Bamforth, like Miller and 
Rice have developed their models very much on the basis of 
organisations being 'living organisms' with systems and 
subsystems impinging upon each other. As mentioned above the 
limitations imposed by this approach are to bo found very much 
in the criticism of system theory. As with the Tavistock 
School, who developed further insights into the encapsulated 
work - environment, so Burns and Stalker made significant 
contributions to the system concepts with which this research 
is concerned (and which, with reference to Burns and Stalker 
are furtlier developed in the next section). The Burns and 
Stalker perspective is essentially an open system approach 
and by implication the systems they are referring to operate 
as a function of situational circumstances and system 
effectiveness is a function of the situational fit. The 
multi-systom activity of organisations is characterised by 
multi-direction causality; that is that .the open systems have 
factors affecting them which are derived from many diverse 
sources. The systems-theorist, von Bertalanffy, conceptualized 
the basic idea behind this approach with the term equifinality: 
"In terms of the consideration of the relationship between
5 1 o J . Child; "Organisational structure. Environment and Performance - the Role of Strategic Performance" - Sociology Vol 6, 1972 PP.1-22
5 2 * See J. Bitterer ; Organisations Vol II, Wiley I9 6 9, PP.I5 8-
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technology, size and structure, equifinality means that an
organisation can be moved to a particular system state, from
a previous system state, no matter whether technology, size53or structure is changed first*"
The value of this type of system perspective is that it can 
accommodate forces or influences upon behaviour and upon 
structural change from a range of alternative directions* This 
would, therefore, seem to overcome some of the confusion 
created by those researchers who have concluded that it is not 
technology which determines structure and behaviour, but 
rather other significant factors such as dimensions of size* 
Indeed a criticism made of the socio-technical concept has been 
its over-emphasis on technological impact* Brown has thus 
fairly simply noted that, "social organisation can no longer 
be regarded as straightforwardly determined by any one or two 
f a c t o r s * ( S e e  note.)
More recent studies have contributed to the •causal factor*
debate, although little more clarity has been achieved beyond
Hickson's remarks; "structural variables will be associated
with operations technology only where they are centred on
the workflow* The smaller the organisation the more its
structure will be pervaded by such technological effects; the
larger the organisation, the more these effects will be'
confined to variables such as job-counts of employees on
activities linked with the workflow itself, and will not be
detectable in variables of the more remote administrative and5 5hierarchical structure*"
The socio-technical approach has no clear orthodoxy, rather 
as may be seen from the above, different emphases have developed 
and different variable relationships have resulted* Criticism
5 3 o J « Child and R*Mansfield; 'Technology, Size andOrganisational structure' - Sociology - Sept. 1972*54* R.K* Brown et al; 'The Sociology of Industry' Penguin 1954
Pol 1355o D* Hickson et al; 'Operations Technology and Organisational Structure' ASQ 1969* P*394-5
NOTE;- Whilst there is substantial evidence to illustrate a relationship between technology and organisational structure (Woodward 1958, 19^5 *=• Udy 1959 ” Zwerman 1970) there havebeen countervailing studies, (Mohr 1971)
'40-
ha s fallen into various categories concerned particularly 
with, the problems of a system approach, with the attempts 
at categorization ana quantification of differing variables, 
and finally with the minimal role usually given to the 
meanings, perceptions and intentions of actors in organisations, 
Again in varying degrees, some organisational theorists have 
tried to overcome these criticisms and probably the 
developments of Burns and Stalker are the most notable 
exceptions* Burns and Stalker recognised the importance of 
objective demands of the environment and the significance of 
goal attainment* Thus their dynamic political and status 
systems are orientated to individual attainment of objectives, 
whilst organisational form is an interpretive response to 
definitions of the situation made by the intentions of top 
management to give scope to their capacity to lead*
Thus whilst a series of further advancements have been achieved 
by the socio-technical theorists there lacks a definitive 
analytical approach to organisational form and behaviour*
Also, as noted earlier, there is a danger with some theorists 
projecting accentuated values onto their conclusions and as 
Silverman has said the socio-technical approach "requires a 
more conscious distinction between those factors which 
determine organisational form and those which can be used to 
judge its e f f i c i e n c y * T h e  more quantifiable, scientifically 
rigorous techniques, of the technicists, still pervade current 
organisational theory to the point where the divisions between 
organisational structure and organisational behaviour are seen 
to be naturally analytically distinct* The trends and counter 
trends which have outlined in this section have identified the 
swaying emphasis between observable concrete phenomena which 
can be categorised and mathematically correlated, and the 
more vague descriptive and qualitative methods which have 
nevertheless provided insights and valid concepts*
560 D* Silverman; The Theory of Organisations H.E.B. 1970 P* 121
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Social Action Frameworks
The major means by which understanding of system interaction 
has been most effectively achieved is by way of a somewhat 
nebulous school of social action theorists* Contributions 
made by this school have focused primarily on three major 
areas. The first of these concerns the organisation of and 
the nature of the role system and those who occupy such roles* 
Secondly, the nature, development and understanding of the 
means and methods of behavioural operational attainment and
the ends or goals which are being pursued. Finally tlie
nature and form of interaction amongst the participants in 
organisations. Inevitably these three areas of concern are 
closely interrelated and different studies have merely drawn 
attention more strongly to one or another.
As with previous trends and schools, the writers in this 
contemporary field are numerous and cannot be fully covered 
in this work. However, the social action approach has been 
the basic methodology behind this research, and it is therefore 
logical, having examined the background development, to 
appraise the most pertinent contributions.
A useful starting point to this discussion is provided by
Etzioni who was concerned amongst other things with examining 
the problem of social order and control and the means for 
ongoing survival in organisational activity. Etzioni*s method 
of analysis was by means of a typology of organisations focused 
around the core concept of compliance. Recognising that the 
organisation had to achieve certain objectives and these 
were dependent on certain behaviours, the typology consisted 
of the various means of influencing behaviour. These means 
of influence, Etzioni suggested, may be through varying types 
of power, described as - coercive, remunerative or utilitarian, 
and normative. These three typos of power rest on three 
means which are respectively, physical (coercive), material 
(remunerative,) and symbolic (normative). Thus, for example, 
coercive power depends on the application threatened or 
otherwise of physical controls to achieve compliance.
Different organisations may possess varying degrees, uses and 
balances of the three types. The variations depend upon
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many factors, but especially upon the objectives , or goals, 
existing within the organisation. Associated with Etzioni's 
power types is a dimension of involvement* This dimension 
ranges between low and high feelings toward the organisation, 
with three major types :alienative, calculâtive and moral*
These power and involvement types provide a matrix w^ith nine 
types of compliance relationship in organisations* The most 
common forms of compliance, Etzioni'. suggested, are coercive/ 
alienative : remunerative/calculative and normative/moral, 
Etzioni's schema was designed especially for comparative 
analysis, although some conclusions using the method may have 
been as generalised as the typology itself: "A central finding
of the comparative analysis of organisations is that 
organisations which differ in the kinds of control they use, 
and in the alienation or commitment they elicit, also differ 57in the organisational structure in many significant respects*"
A difficulty with such an approach is the presumption of an 
inherent form of logic that what is happening in organisations 
is designed to relate the means systems with certain a priori 
goals representing the ends systems* Such intentional!ty 
might in itself be regarded as problematic and worthy of 
examination *
The usefulness of Etzioni*s typology may well be in its ability
to differentiate the basic forms of organisation and thus lead
into a second stage of analysis* For example, if the second
stage analysis needed to focus on either the degree of
integration and harmony or alternatively needed to focus on#conflict and division , the typology may well give the 
appropriate guide to such a second stage of enquiry,
57 « A* Etzioni; 'Modern Organisations' Prentice Hall 1$64 P. 6 1 *
-K- NOTE : Indeed, if there is something of a theme in theliterature and research concerning social action approaches in organisations then it is that there has often been an emphasis either toward a value-intogration approach or a conflict- stricken orientation. Again there are implicit connotations and parallels in these emphases such as w^ e have seen throughout this appraisal of literature of the formal representing rationality, and the informal representing non-rational affectivity* Various authors have sought to work through the problems inherent in these different strands of social action approaches, thus moving toward what Mouzelis describes as a "broader approach"*58
5 8 . N. Mouzelis: Op, cit* P * 14^ *
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In liis study, "A Sociology of Work in Industry," Fox provides
a thorough-going and at times, controversial analysis of many
of the social action approaches* Fox develops a framework
based upon a complex normative system seeking conformity from
individuals in the organisation* This normative system, says
Fox, achieves the regularity and standardization of behaviour
which allows for the continuation of. organisations and Ihe
achievement of goals* "The social organisation therefore
consists of patterned uniformities of behaviour which persist59for varying lengths of time*" The normative framework 
employed in Fox's theory encompasses the constraints which 
operate upon behaviour at all levels of the organisation*
These norms include "explicitly enunciated rules formally 
promulgated by those in superordinate positions**, explicitly 
enunciated rules formulated, and articulated by subordinate 
groupsoeo informal understandings generated within superordinat 
and subordinate groups*,* (and)*,* finally, organisational 
norms include formal rules and informal understandings that 
are concerted and jointly sponsored by superordinate and 
subordinate g r o u p s * t h e  significance of such an all- 
embracing understanding of norms might be profound, however,
Fox suggests that the extent of the effect of these norms 
on behaviour "is of course a matter for empirical inquiry,
The aspect of interest to this research is that Fox has 
removed the distinction of formal structure and informal 
structure as two systems* This problem will be considered 
in depth later in this text, however it is worth noting 
at this point the comment by Fox that "there is only one 
organisation « people cannot behave in two different ways 
at once * The argument continues that because people 
are behaving in accordance with the normative structure, 
that such a structure can only exist within a 
'single social organisation*' This is indeed a different 
approach because it removes the ambiguity of a poorly defined 
dichotomy which is what the formal and informal concepts
59c A, Fox; Ops Cit, P.2860 * A* Fox: Op, Cit, P.29610 Ibid*
6 2 c A, Foxg Op* Cit, r.33.
have traditionally represented* However, it does not really 
clarify the nature of behaviour other than to suggest that it 
is a ‘patterned uniforinity’ * This would appear to be an 
oversimplification of organisational behaviour implying a 
mechanical response to a normative structure. A further 
difficulty with Fox’s approach woudd be that referred to earlier 
by Silverman et al, that such norms appear to be a part of a 
preconstituted world* It is insufficient to argue that this 
complexity of norms exists without explaining both the means 
of their coming into existence and also the method of their 
transference to incumbents of roles within the organisation*
F o x ’s theoretical framework makes a further important point 
when he suggests that the formal or rational structure of top 
management in organisations is merely the notional basis upon 
which to build. The subordinates’ behaviour in an organisation 
may, as Fox says, be structured by norms other than top 
management's. "In such situations it is their (subordinates) 
adaptions which constitute the relevant aspects of the social 
organisation, not some mistaken impression, wish or aspiration 
which, may exist in the minds of top management or within the 
pages of an organisational m a n u a l , T h i s  argument is 
consistent with a pluralistic system with a number of interest64groups each expressing its own norms. Again, however* these
norms are neither preconstituted nor static but part of an 
adaptive, and indeed problematic process. It is this process 
whe.re by groups and individuals are identifying, relating to 
and changing the perceived norms, particularly with regard to 
the achievement of goals, that has been a strategic part of 
this research.
F o x ’s analysis and theoretical contribution will be referred 
to again later. The identification of a pattern of behaviour 
within any particular organisation through the framework 
suggested by Fox is not inconsistent however with the social 
action framework of Talcott Parsons, Mouzelis suggested 
that Parsons has made a significant contribution to this
6 3 o Ibid.64 o See Research Paper 3 - by Alan Fox - Royal Commissionon Trade Unions and Employer's Associations ’Industrial Relations’ H.M.S.O, I9 66 P.4
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discussion, despite Parsons’ lack oP familiarity with the 
literature on organisations - ",.o although he manifestly is 
not well acquainted with all organisation literature his 
systematic conceptualisation of the entire organisation as a 
social system constitutes the most elaborate attempt to 
provide a really sociological framework for organisation 
analysis*
In Parsons’ systems theory the organisation like "all 
concrete systems of action" possesses "at the same time *.* 
a system of culture *.. a set of personalities (or sectors 
of them) and a social- system or subeystem«*^^ Within the
organisation there are, according to Parsons, four major 
functional problems. Two of these have already been 
mentioned in Fox's framwork and 'adaptations’ and 'goal 
achievements'. These problems refer to the normative 
regulation of activities within the organisation and the 
mobilisation of resources, particularly of organisational 
power in order to achieve goals. The other functional 
problems are those of ’latency’ and 'integration'. Latency 
refers to the condition of the parts of the sub-systems and 
their relationships with the larger system. Integration is 
the problem of relationship between the sub-systems, A 
further important dimension to Parson’ theory is tlie pattern 
variables wliich are the pattern of choices available both 
to individual personalities and to social systems as a whole. 
For Parsons the pattern variable "proved to form indeed, a«67peculiarly strategic focus of the whole theory of action, *
The accent upon integrated systemic organisation has been 
particularly criticised because of its reliance upon a 
harmonious value system. This is the means for organisational 
goal achievement and for what Fox described as a"pattorned 
uniformity of behaviour," However, unlike Fox, it denies 
the significance of pluralities in organisations and thus 
of interest groups which can determine not only the
6 5 ® N* Mouzelis - Op, cit, P .14966, T, Parsons and E, Shils - Toward a General Theory of Action, Harper I9 65 P«49 (Note: for a fuller appreciation of Parsons’ theoretical contribution, a sufficient summary is found in the introduction to the above-mentioned work),
6 7 , Op, Cit, P.22
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distribution of power wi thin the organisation, but also the
nature of the goals co which action is directed. The vary
nature of those value systems are problematic as observable
determinants of behaviour and such theory has been
superficially criticised for its inadequacy in explaining
change and conflict. The comment that"the Parsonian view of"68organisations is not false but very phrtial w^ould seem 
appropriate, but Parsons* theory needs to be complemented) 
perhaps by theories with different value systems. The ability 
to account for different levels of anolyris in Parsons* 
theory ; those of the individual, the group and the 
organisation, is of value and has been w^ell utilized by Fox, 
The achievement of providing a broad theory to encompass 
organisational behaviour has been significant and gives a 
basis on which to move forward.
Such approaches as Parsons*, have illustrated the need for 
more detailed studies and especially for employing the 
advantages of broader sociological theory. These theories, 
however, still tend to emphasise co-operation and harmony 
and to create a somewhat mechanical structure in which6 qsocial action is the response to norms and. values ' *
The most notable problem created with the systems theories 
is however, its apparent exclusiveness. The dilemma which 
has faced organisational analysis has been the ability to
68, N ÿ MouzelisÎ Op, ci, P.155
6 9 , Note; It is interesting that the limitations w’hichSilverman lays at the door of the functionalistsorganic model are almost the same as the 'functionalproblems' Parsons identifies with regard to organisationalsystems in general.
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affectively understand structure and process rolati nships.
Meantime, there appears an abiding need, not necessarily for
convergence, but for a more integrated approach to synthesise
the hitherto dichotomous theories of social systems and70social actions. As Dawe has suggested, such integration 
is not possible as long as "one (system-sociology) views 
action as the derivative of system, wliilst the other
* ' 71(sociology of action) views system as derivative of action *
This debate has been echoed for some time by Silverman wdio
has argued consistently for a social action analysis of7?organisations, " Particularly concerned with the tendency
of the systems approach to treat 'end and needs' as given ,
Silverman suggested the need to draw attention toward asking
'why' questions and towax-ds causes ratlicr than, as with the
functionalists, asking questions about the consequences,
Silverman allies himself with Renate' Mayntz in this respect,
the latter of whom attacks such system thinking that reifies
behavioural concepts to the status of inanimate objects :
"This way of thinking substitutes a vague - one is tempted
to say; metaphysical — explanatory assumption for the
concrete quesLions why an organisation is as it is, and why
“7 3it functions as it does *
Silverman raises the issue of whether the systems and action 
approaches are in conflict or complementary to each other, 
quoting various sources of comtemporary sociological thinking
70* R, Dawe : 'The T in^o Sociologies' B.'J, S. June 1970 P * 214
71 * See also P* Worsley - 'Sociology' Jan. 1974Note; The argument projected here by Dawe was taken up by korsley (in his Presidential Address to the British Sociological Association April 1973) wdien he said he was sceptical of "a Levi Strauss or a Chomsky (who) never shrink from the painful task of trying to build the entirety of human culture into their theoretical systems." korsloy also denigrated the 'denuded sociology of action,' the vocabulary of which he said, "contains only the situation, the actor and a bundle of 'ideal' orientations."
72 « D . Silverman; 'Formal Organisations or IndustrialSociology' Sociology May I968 73a R . Mayntz; 'The Study of Organisations,' Current Sociology 1964 P.114
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some of which have since suggested that convergence may create74grave strains in the development of the discipline' , Tt is
certainly possible, as has already been suggested that the
value systems of different theories do not deny the usefulness
of such theories, but merely influences their use in certain
contexts, Foi’ Silverman's own part he has projected the
argument that "the action frame of reference can be a useful*'7 5source of propositions in organisational analysis, ' This 
same frame of reference has been broadly adopted in this 
research and has tended to focus quite substantially on 
various dimensions of roles in organisations, and especially 
upon the role incumbents.
In conclusion of this section it is now apparent that the 
part played by the formal and informal concepts has been 
significant in what has been seen as the dialectic of 
organisational theory. It is the intention of this research 
to avoid overthrowing these concepts, and this avoidance is 
dictated it seems, by the fact that much organisational 
theory has included the formal and informal idea but that 
what has been lacking is an effective appraisal of the 
concepts. Whilst therefore it is possible to substitute 
now labels, the basic idea remains of different types and 
forms of behaviour and greater purpose might be served by 
reviving the concepts with substantial clarification of their 
meaning.
The social action frame of reference is best suited to this 
conceptual revival on the basis of its concern for interaction 
of structure and process. As a frame of reference in tliis 
field of study it is becoming well established, particularly 
by those seeking an understanding of social reality as a 
reflection of man's consciousness in relation to his social 
being. An example of this type of enquiry is by Strauss et al
74, Notably A, Gouldner; 'The Coming Crisis of Western Sociology' - Routledge Regan Paul 1971 75o D . Silverman: Op, Cit, P ,14^
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in 'The hospital and its negotiated order*' This study is
particularly relevant to this discussion because of its
frame of reference and its interest in 'social being' in a
restricted context ~ the psychiatric hospital. Strauss
repeats a dictum of the present research "students of formal
organisation tend to underplay the processes of internal
change as well as overestimate the more stable features of
organisations - including its rules and its hierarchical "76statuses' * In their studies Strauss et al differentiated 
between a negotiated order, whicli entails "- the processes 
of give and take, of diplomacy, of bargaining - which
1(^7characterises organisational life' , and an organisational 
order. The concliision drawn from this study was that it was 
apparent,in a conventionally termed 'formal' organisation 
that "the area of action covered by clearly onunciaLod 
rules is really very small ,
The simple conclusion from this is that organisations are
relatively meaningless without these types of social actit n
model because the fundamental order within organisations
is socially determined and becomes typified in processes of
formation, especially in the form of roles. "Roles appear
as soon as a common stock of knowledge containing reciprocal
typifications of conduct is in process of formation, a process
that, as w^ e have seen, is endemic to social interaction and
"79prior to institutionalization proper , It is essentially 
this process whether defined as a negotiated order, an 
informal sy^stein or a typification of conduct that is the 
focus of this research.
7 6 , A.L. Strauss et al; 'The hospital and its negotiatedorder' in Friedson ed, 'The Hospital in Modern Society'Macmillan I9 6 3 . PP 147-16977. Op, Cit. P. 147
780 Op, Git, P.14979 * Berger and Luckman : 'The Social Construetifn of Reality,'
Allen Lane 1 9 6 7. P.92
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PART I 
SECTION II
CONCEPTUAL PROBLEMS AND THE DEFINITIONS OF CONCEPTS
An often used hallmark of the behavioural sciences has been the 
research methods of dichotomous or polar-type concepts, A 
concept expressing a notion or labelling an action invariably 
has an opposite in the vocabulary* Possibly this approach of 
polar-type concepts has been given respectability by the 
classical use of ideal types, the best known of which are in 
this very field of organisation theory* It is equally well 
established, however, that these polar 'types' are valid at the 
extremes and useful heuristically but serve little purpose in 
determining where subject matter stands when it is iaentified 
more centrally between two concepts. For example, can 
something be neither particularistic nor universalistic, or 
must it be one or the other?
A device proposed in this research to overcome polar type 
concepts and the problem of clarifying the 'middle ground' 
is that of 'complementary concepts'* The purpose of this 
method is to suggest that hitherto dichotomized concepts are 
interrelated and may even have a processual relationship. In 
this sense 'complementary concepts' are not the opposite poles 
to a particular subject nor are they elements in the static 
continuum. They express a fluid idea whereby the subject 
may indicate elements of both concepts or may be in the process 
of moving from one to the other* Thus there may be a point, 
for example, where action previously identified as power is 
becoming part of an authority relationship. The influences 
affecting such a process are likely to vary considerably 
according to the factors in the situation so that an arbitrary 
dividing line is not desirable* Again, for example, if 
authority were something requiring legitimation (this will 
shortly be discussed) and in an authority relationship there 
was only partial consensus as to the legitimation, then the 
control imposed presumably contains elements of both authority 
and power. The means of domination in such circumstances is 
subject to a social process which the concepts need to accommodate
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The complementary concept device, therefore, seeks to 
accommodate changing situations and the possibility of 
situations or subject matter containing elements of both 
concepts* The most important aspect of the concepts then 
becomes that of the process which subject matter is undergoing* 
The notion .of process would seem crucial if attempts are 
to be made to accommodate varying perceptions and inter- 
pretationsof the meaning of subject matter. It is, then, 
the nature of these processes which could yield substantial 
information about organisational behaviour.
The full understanding therefore, of a situation may demand an 
analysis of what does and, by comparison, what does not exist.
An analysis of authority in one set of circumstances may bo 
relatively meaningless without knowing whether it is comparable 
with similar situations. There are, for example, occupational 
and industrial norms about authority'prescription which are 
carried from organisation to organisation without having any 
base in the organisation itself. Thus a full appreciation of 
phenomena may only be possible by examining its existence in 
the organisation and comparative non-existence in other 
organisations or even in other parts of the same organisation, 
and vice versa. As with the ideal type, there is something 
against which to compare, the difference being that with the 
complementary concept idea, there is a dual comparison which 
is. possible.
The device of complementary concepts means that the concepts 
concerned must be defined in relation to each other and also 
express the notion of process in their definitions. The 
concepts are thus not merely labelling devices, but are also 
identifying phenomena susceptible to change and variation. 
Criticism of the traditional usage of concepts may indeed be 
that they have been static, labelling devices. The ensuing, 
commentary discussing this and other problems of definition 
will not provide a conclusive answer. However, it is hoped to 
establish the notion of process as an integral part of 
•complementary concepts,• Further discussion of the empirical 
research material should clarify what is meant by this approach.
-53'
The first 'complementary concepts* requiring discussion ai'e the
concepts providing the raison d'etre for this research. The
meanings commonly ascribed to the formal and the informal
have little variation. The rational, mechanistic theme of *Weber almost inevitably permeates through the definitions of 
'formal*, Blau and Schoenherr, for example, define formal 
as those aspects of organisations which are determined by 
"explicit design" and "deliberately established by men toIaccomplish certain ends," In an earlier definition Blau and
Scott also said that formal organisations possess "a formal
status structure with clearly marked lines of communication and 
2authority, " These definitions affirm the idea of rational
and conscious structuring of situations to meet specific
goals which have in some form been made explicit, Firth, in
his study of organisations and their value systems, has defined
formal as represented in an organisation structure that
"implies a systematic ordering of positions and duties which3defines a chain of command,"* Continuing the identification 
of clear and overt, written prescriptions as part of the 
definition, March and Simon refer to 'explicit stable roles 
which make for a high degree of predictability and 
co-ordination in organisational behaviour,'  ^ A further 
definition of formal is provided by Pugh as the "extent to 
which roles, procedures, instructions and communications are 
written," In broad terms there is a fair degree of unanimity
Notes Silverman has defined Weber's ideal typical features of bureaucracies as "a clearly defined hierarchy where office holders have very specific functions and apply universalistic rules in a spirit of formalistic impersonality" in D, Silverman; The Theory of Organisations, H,E,B, 1971 P,11
1o Po Blau and R . Schoenherr: The Structure of Organisations New York, I9 7 I P,5 2, Pe Blau and W.R, Scott: Formal Organisations, Routledge and Kegan Paul I963 P,l4 3* R, Firth: Essays on Social Organisations and Values, University of London 1964 P,60 4o D, Silverman: Op,Cit, P,125. D, Pugh et al; Dimensions of Organisational Structure,ASQ Vol, 13 No,1 June I9 68 P,75
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ill these definitions. Indeed one organisational theorist has 
been not a little surprised at the unanimity - "the 
similarities between these definitions point up the general 
cohsensus about the meaning of formalisation. Even when quite 
different measures of this variable are used in research the 
same meaning is utilised; an all too rare occurrence in 
organisational analysis,"^
There are, however, a variety of problems relating to these 
definitions* Who makes rules explicit, who determines what 
are "the organisation's goals" and having made explicit rules 
and decided upon organisational goals, should this lie possible, 
how do these rules and goals relate to individuals and groups 
at different levels of the organisation? Also, when phrases 
such as "explicit stable roles" or the "extent to which roles 
(etc,) eoco are written", are used, the problem remains as to 
how explicit and how do you determine the extent which 
satisfies 'formal' requirements? These are important questions 
which have not been considered in the context of the simple 
formal and informal dichotomy. As has already been suggested, 
one of the reasons it has been considered that these "concepts 
are not adequate to deal with the complexities of organisational7behaviour and structure" could be that they have not been 
defined in parallel. Most of the aforementioned writers have 
left implicit the notion that the informal is th.it which does 
not meet the defined formal requirements! Silverman has been 
one of the few to make this explicit when he says of the 
informal that it is "where social life is carried on without 
a framework of explicit goals or rules which define a formal 
status s t r u c t u r e * , T h e  important division which is thus 
drawn between these concepts is that the formal definitions 
are deferring to structure and the informal definitions are 
referring to (social) process. By implication of these 
definitions, and by their explicit use, these authors have 
collectively conveyed the impression that the structure of
6 * Ro Hall: Organisations Structure and Process, Prentice Hall 1972 Po 1 3 5 / 1 3 6  7e N, Mouzelis; Op* Cit, P * 148 8* Do Silverman: Op, Cit, P,8
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organisations and the social processes which are occurring 
within these organisations can be understood as separate 
conceptual entities.
Faced with this dilemma there are two possible alternatives.
One is to reject the formal and informal dichotomy, the second 
is to define the concepts such that they more meaningfully 
reflect observations about organisational behaviour and 
structure, Mouzelis* reaction to this is that; "A more 
elaborate framework is needed which could not only account for 
all these various aspects of the organisation now covered under 
the simple formal-informal formula, but which could also link 
systematically the one with the other and with the 
organisation as a whole,
The former approach of rejection has been adopted by Burns who
has grounded his attempt at clarification of organisational
theory in significant field research. This is, therefore, a
relevant stage at which to examine Burns* schema in more detail
Burns considers there is more than a single system of
interaction within organisations, and that the traditional,
bureaucratic models which treat unanticipated consequences as
residual and random, are over-simplified. However, Burns
continues, the dualism created by the formal and informal
dichotomy have reached exhaustion, particularly the latter
as an analytical d e v i c e , I n  an early work by Burns and
Stalker, this criticism was succinctly portrayed, "The
Manichean world of the Half thorn studies (the chapter of
Management and the Worker dealing with these matters is
headed 'Formal versus Informal Organisation') has been left
behind but it has been succeeded by a crudely, Freudian
dualism, with formal organisation in the role of consciousness
and the concelaed or repressed informal organisation up to
1 1all kinds of mischief,"
Notes Again this approach has been suggested, and referred to earlier, by Blau and Schoenherr (see prel'ace to their work - 1971 ) and the phenomenologists or socio psychologists (especially personal construct theorists) the latter of whom are only interested in intrapersonal aspects of the situations (see Pc Worsley*s comments in his Presidential Address - Sociology January 1974,Mouzelis; Op, Cit, P,l48Burns ed, 'Industrial Man' Penguin 19^4 P,275Burns and G, Stalker - The Management of Innovation Tavistock I9 6 I P.107
9 0 N10* T
11. T
Burns' studies led to the development of his description of
two 'ideal types* of management organisation at opposite ends
of a.continuum* These types were the organic system of
organisation, equipped to be flexible and adjustable according
to changing circumstances* Within communication channels,
high commitment to organisational aims and an absence of
precise operational functioning are characteristics of this
system* At the other end of the spectrum lies the mechanistic
system, characterised by specialisms, precise definitions of
tasks and functions and with clear hierarchical communication
and control* Burns* schema was concerned with the response
of these systems of operation to changing circumstances and
found the mechanistic system more liable to have strains and
contradictions as a consequence of trying to cope with change
and innovation* These strains are especially due to the attempt
to retain a foimial bureaucratic operation, whilst accommodating
emerging and influential pathological systems* Burns describes
three typical behavioural reactions* The first of these is
the tendency, as problems arise, to seek the advice of
specialists, experts and long-experienced individuals* As a
consequence of many senior managers being excluded from this
advisory and decision-making activity, there is a tendency
for decision making to be focused excessively at the head of
the concern* There develop "more or less clandestine systems
of pair relationships between the head of the concern and1 9some dozens of persons at different positions," ~
The second response is to enlarge the bureaucratic machinery, 
leading to a system described by Burns as the 'mechanistic 
jungle*' Thirdly, there is the displacement method, of creating 
a third party, a super-personal or committee system which acts 
as a receptacle for all the problems of the organisation*
Burns' schema also devised three social systems which are 
working simultaneously in organisations* These social 
systems are interrelated and are identified as analytical 
tools and are therefore problematic in substance and in the
12p T* Burns and R* Stalker - Op* Cit* P* 244
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effect they are having. The formal authority system, 
characterised by the technology, the 'working organisation' 
and the prescriptive organisation, is the first of these 
systems* Within the formal authority system, activities will 
be conducted on a specified and methodically ordered basis, 
such as the process of decision-making* The formal authority 
structure being characterised by a hierarchical order, there 
is secondly a career structure* There being differential 
career prospects for different organisational employees, there 
are efforts made by individuals to enhance personal opportunities 
for achieving promotion* Competition for advancement may 
thus imply seeking compatriots in similar situations within 
the organisation and the subsequent evolution of a pattern of 
activity designed to benefit the individuals concerned*
Thirdly, Burns identified a political system which was 
organised around the competition fo%" and distribution of 
power* This system of relationships gave rise to various 
political 'activities' in which processes of pairing, empire 
building, acquisition of resources and support would be very 
much part of the methods used for achieving greater influence 
and control*
Burns emphasised that these systems are not subordinate to a
larger system in his schema but are rather "best treated as1 3separate and distinct" Indeed they are not the only social
systems identifiable in organisations; there may be a variety 
of systems each providing particular means and circumstances 
to achieve particular objectives. As with Fox, Burns has 
denied the existence of a unitary system within an organisation 
which can be simply equated to the formal structure* The formal 
structure in itself merely provides a skeletal form as it were, 
and gives little indication about the activity surrounding 
such a form* Thus, any change in the formal structure will 
reverberate in some method upon the career structure and the 
political system although the impact of change, for example 
from a mechanistic to a more organic system, will depend on 
the nature of the social systems themselves. It is not
13* T. Burns and G* Stalker •= Op* Cit* P * 2 4 7
•58—
difficult to perceive however, that the opportunities for 
individuals to influence, and the acceptability of personal 
development of occupied roles, would be significantly enhanced 
in the more organic type of organisation* Thus any shift, 
for example in technological innovation, could have far- 
reaching social implications* Burns was, therefore, concerned 
to view organisations as inherently dependent upon the 
continuous processes of the three systems of foi'raal organisation? 
career structure and political structure* '
Burns' approach is a deliberate attempt at clarification 
without over-simplification, however he stresses th-.-* need 
to ascribe "objects for classification" to "analytical concepts 
and frames of reference" which is in itself a mechanical and 
descriptive method* Whilst the heuristic devices of Burns 
are useful descriptively, they do not enable analysis of the 
interrelationship between action and situational factors* 
Accordingly, the impression is created of a series of 
uninterrelated systems and analytically distinct categories* 
Again, therefore, it is difficult to perceive the relationship 
between the structure of an organisation and the social 
process occurring within that organisation*
A second alternative (to the dilemma mentioned earlier), that
of Hage and Aiken, shows a concern which is again almost
exclusively with the formal structure* The significance of
Hage and Aiken's approach, however, is that they have
encompassed a 'behavioural element in the formal definition'*
Hage and Aiken refer to 'formalisation as representing the use1 5of rules in an organisation* * * The important aspect of this 
definition is that formality is identified not in its written, 
explicit form but in its actual 'usage'* Hage and Aiken were 
concerned with the degree of formalisation in job descriptions 
and rule definition and related this to 'job codification' but 
also relating these elements to the way in which they were 
employed in 'rule observation*'
14o T* Burns 8 "List of Analytic Categories" includes(i) Relationships between the Organisation and its Environment; (ii) Definitions of Task and Division of Labour; (iii) Communication System; (iv) Authority Structure *15® T* Hage and M* Aiken; "Relationship of Centralization to Other Structural Properties*" A.S.Q* Juno 196?*
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"Job codification is a measure of how many rules define what 
the occupants of positions are to do, while rules observation 
is a measure of whether or not the rules are employed*
Hage and Aiken, however, were attempting to determine whether
an organisation was more or less highly formalised and used a
methodological device to obtain recipient scores of perceived
formality and took a median score of the composite figure*
This might be seen as a methodological device for
operationalizing an Etzioni type schema* As with Etzioni's
organisational types, however, such categorization,as in
Hage and Aiken's case of the degree of formality, ts
relatively meaningless in abstraction from other elements
of organisational activity* Farther, for what it may be
worth, as Hall says, "the official system sets the parameters*
As a general rule, organisations that are more formalised on
1 7paper are more formalised in practice*" Effectively, 
therefore, categorization and quantification of the degree of 
formality is a device for comparing broad structural
differences or similarities between organisations* It uses
a limited definition of 'formality' and leaves unanswered 
the questions about its operationality and the relationship 
between the degree of formality and the nature and type of 
behaviour except in the broadest terms as suggested in the 
quotation above by Hëtll*
The consequences of such partial analysis would thus seem to 
serve as a reminder of organisational analysis several 
methodological paces removed, at a stage when, for example, 
the psychologists referred to the behavioural consequences, 
of unvalidated individual needs and drives. Thus from the 
extreme analysis, where certain behaviours were a function of 
inherent individual characteristics there again rc&rs the 
Boraewhat deterministic implication of the formal organisation
160 Jo Hage and M* Aiken* Op* Cit* P*79 
1 7 * R* Hall; Op* Cit* P*1?6
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theorists o Whilst Hage and Aiken have introduced the aspect 
of perceived formality, which indeed has been used in this 
research, there would seem to be no examination of the basis 
of perception*
This is an important point bn which to reflect and attempt to 
draw together some of the preceding discussion and to explain 
subsequent issues in the argument* V/hilst perceptual 
processes are significant in that we know that individuals 
have different interpretations of tlrasame phenomena and that 
perceived meaning may expose 'facts' in different dimensions, 
there is also significance in the reasoning behind varied 
perceptions* Thus whilst an analysis of so-called official 
documents and manuals is important as are studies of the 
number of levels of hierarchies or the type of workflow, 
such analyses ignore the people who make such 'facts' part 
of the social enviP&nment* Conversely/ a study of human 
relations phenomena would ignore the 'facts' which obviously 
influence the social environment® It is not sufficient, 
methodologically, to ignore one set of phenomena and to 
develop assumptions on such a basis* Nor is it believed 
methodologically adequate to attempt a superficial melding 
of these two aspects of the situation* Perception of what 
officially exists as 'formal' may, th&r^fore, be a function 
of a complex set of interrelations between thes*- different 
phenomena* We will see in the major section on empirical 
studies in this research how major formal features of an 
organisation such as budgeting, did not exist for some people 
because they were not involved in budgeting* Knowledge of 
formal procedures and methods, or rules and of prescription, 
is in itself a form of power as well as of security* An 
individual, in a high hierarchical position in an authority 
structure may be relatively powerless without the knowledge 
of certain rules and procedures, or even with the knowledge 
possessed by other people who then proceed to wield such 
knowledgeto personal or group advantage* Industrial action 
of the form of work-to-rules and job demarcation disputes 
emanate from such formalised rules and the use of these rules 
merely expresses their importance in manipulating a situation 
rather than utilisation toward any 'organisation goal'* Thus 
the very existence or non-existence of formality begs various 
questions about why such a situation should exist as well as
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what function it serves* Individual perception may be explained 
by asking such questions as, not only what is perceived, but 
why it is perceived in a certain way* Additionally, it may 
be necessary to attempt some deduction of what has happened to 
formality and its relationship with behaviours on a historical 
or longitudinal basis on the assumption that individual 
perceptions might have historiai influences* Also necessary 
might be an inductive analysis, examining for example, the 
reasons why some individuals remain ignorant of certain 
phenomena, not through accident but by deliberate exclusion.
The example of budgeting is illustrative of this point* The 
control of expenditure and the determination of tai’gets can 
be a major constraint on the- range of options available to 
people in the way they may act. To exclude certain individuals 
from the process of budgeting might be an obvious way to 
retain powerful control and prevent dilution of personal 
influence* This type of explanation of an individual's 
perception of formal procedures might, therefore, only be 
arrived at through inductive analysis of behaviours rather 
than questioning various individuals' real intentions*
This line of reasoning is suggesting that the relationship 
between the objective facts of a situation and the social 
behaviours of that situation.are processually interlinked and 
may be most effectively understood and analysed by the 
processual linking of the concepts conventionally used as 
separate labels* This inter-relatedness has no time-boundary 
and is dependent upon the actors' definitions, meanings and 
actions in what may complexly be described as a self evolving 
interactive situation* This methodological use of concepts 
is merely a different way of applying the enduring Weberian 
analysis; "***every artifact, such as for example a machine, 
can be understood only in terms of the meaning which its 
production and use have had or will have for human action; 
a meaning which its production and use have had or will have 
for human action; a meaning which may derive from a relation 
to exceedingly various purposes. Without reference to this 
meaning such an object remains wholly unintelligible* That
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whicli is intelligible or understandable about it is thus its 
relation to human action in the role either of moans or of end; 
a relation of which the actor or actors can be said to have 
been aware and to which thoir action has been oriented. Only 
in terms of such categories is it possible to 'understand' 
objects of this kind. On the other hand processes or conditions, 
whether they are animate or inanimate, human or non-human are
in the present sense devoid of meaning insofar as they cannoL
be related to an intended purpose. That is to say they are 
devoid of meaning if they cannot be related to action in the 
role of means or ends but constitute only the stimulus, the 
favouring or hindering circumstances."^^ The qualification 
made in this research which relates to this passage meets the
comment of Parsons who made a footnote to the passage and
expressed concern at Weber's "rationalistic bias." The method 
referred to above, of analytic induction as a means of 
overcoming some of the difficulties of whether actor 
ihtentionality relates means to ends, might assuage the critics 
of Weber's bias.
The major argument, however, revolves round the viewing of 
social structure in organisations as emanating from either 
Immanent or Transcendental sources. The Immanent refers to 
the relationships which individuals have identified as 
personally meaningful* Such meaning is seen to b.^: directly 
related to other actors and to have a 'real' expression in the 
behaviour of the individual and those with whom he has contact. 
Thus processes develop from these behaviours coming from within 
actors and change is consequential upon the actors. The 
Transcendental refers to influences above and beyond the 
individual over which he has control of a problematic nature.
The Transcendental thus has expressions in individual behaviour, 
but these expressions are essentially externally and impersonally 
determined. Related to this organisation it is possible to see 
expressions of immanence derived from an individual's personal 
response where behaviour is not prescribed. Alternatively,
180 M. Weber: The Theory of Social and Economic OrganisationFree Press 19^7 P.93
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where the organisation has imposed itself formally and response 
would be the same irrespective of different incumbent actors 
it is evident that the Transcendental is operating* In theory 
this is probably a useful contributory distinction, especially 
on the basis that both concepts are concerned with i,he same 
behaviours but are explained from differently derived sources. 
Practically however, it may prove difficult to effectively 
differentiate the concepts. Organisations, for example, 
usually have some form of specified hierarchy which is 
transferred chronologically iirespective of the actors, (tnat 
is using impersonal means for transferring the hierarchical 
order)*
However, again as will shortly be illustrated, the hierarchy 
might be commonly understood and acknoledged but may provide 
little more than an operational parameter, a guideline or an 
authoritative expectation upon behaviour* The way individuals 
relate to this Transcendental phenomena may thus derive much 
from Immanent forces, and the problem remains to determine the 
'actual* source* It is evident however, that such concepts as 
these may well be additionally used to provide a greater 
understanding of the formal and informal distinction with which 
%fe Eire here preoccupied.
To further assist in the process of clearer understanding of 
the formal and informal concepts, this research has introduced 
an additional category which encompasses part of that which is 
usually described as the formal in its entirety* This is the 
'objective' organisation, the part which is available for all 
or most organisational members to see and absorb according to 
their capacity to do so and the availability of the explanatory 
material* It refers to organisational documents and records, 
to written, explicit rules and procedures, to prescribed role 
function and organisation charts. The label ascribed to these 
characteristics which will subsequently be used is the * extant 
organisation'* or the standing organisation* Possessing 
apparently a transcendental form in that it is above 
individuals, the effect as already suggested, of the extant 
organisation, (or even its form), may be considered problematic 
in understanding organisational social structure*
The conceptual redefinition proposed in this text also includes 
behaviours, regularly identified and commonly indulged in by
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actors within the organisation * Whereas again an Etzioni type 
categorisation might talk about a normative organisation in 
which behaviours occur regularly as a consequence not of rule 
prescription but of norms, the inclusion of a normative element 
in a definition of formal organisation would overcome the 
problem that even in a highly coercive organisation, norms 
may be a powerful source of influence* The significance of 
this part of the definition is made especially clear by the 
problems relating to a new organisational member or even the 
new incumbent of an organisational role who may have 
transferred from another part of the organisation*
In the initial phase of role oecupa.ncy the behaviour of 
individuals is partly prescribed and partly achieved by the 
new incumbent or entrant to a role, introducing his own 
expectations and initial interpretations* As this is the 
beginning of the process, it is part of the activity which 
requires analysis and requires also concepts which can cope 
with the initial entry stages and with behaviour in the 
ongoing organisation* An individual is immediately confronted, 
when joining an organisation, with the 'Manichean World' 
referred to above, albeit a world which will vary in importance 
and in the manner of confrontation to the individual* The 
choice of behaviours is restricted by the norms and values, 
firstly which exist in the organisation as held end projected 
by other individuals and secondly as perceived and interpreted 
by the new entrant, the letter of whom will anyway evaluA.ti2. 
his choices on the basis of personally held values and 
expectations* However, unlike the Human Relations school, who 
took as given, that individuals have sets of needs, we cannot 
take a normative system within an organisation for granted*
A normative system is problematic* If we take as a base 
definition of a norm Cohen's two major c r i t e r i a , w h i c h  are 
firstly common perceptions and secondly common behaviours with 
expectations there arise some important issues* For example,
19o Po Cohens Modern Social Theory* H.E.B* I968 P*116
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what do we mean by 'common', and do the perceptions and 
behaviours have to be exactly the same or similar; if an 
individual denies the existence of a norm, how important is 
it that such a norm does not exist in his world but does 
exist in other people's? This also raises questions eibout the 
value of norm adherence or rejection, and the costs to the 
individual, other parties or the organisation,of an individual 
not conforming* Further issues which are raised concern the 
intontionality or the fortuitous nature of certain behaviours* 
Thus an individual may conform in behavioural terms without 
even being aware that a norm exists* To know of the existance 
of a norm does not necessarily provide information about its 
social context, its general or detailed acceptability by the 
individuals concerned, and the presence of a norm does not 
always explain its innovation in the first instance* There 
is a processual history to a normative structure and in 
organisational theory, there is very little commentary or 
knowledge relating to such histories*
It is now possible to distinguish three major characteristics 
in the redefinition of the formal* These characteristics are 
firstly the 'extant' or standing organisation, secondly the 
normative structure, and finally the behaviour in social action 
terms including intentions, meanings and perceptions* These 
characteristics have, except in the case of the extant 
organisation, continuing significance in the hitherto informal 
organisation6 Implicitly, therefore, the latter concept may 
be identified by the absence of prescribed 'organisational' 
sources of behaviour as well as by the intended objectives 
of individual actors or groups of actors which are seen to 
fundamentally differ from those of the normative organisation*
This definition is intended to move away from the more static, 
descriptive type of concept, towards a more evolutionary and 
developmental understanding of what exists in organisations*
The major concern was to establish the social organisation more 
concretely in the context of this understanding on the basis
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that without using the social organisation as an inherent part 
of the analysis, then the problems which organisational theory 
has sought to apply itself to would otherwise remain* Further 
this inclusion of the social organisation is very much in the 
organic sense of a processual concept which requires understanding 
of such problems not only of the context but also why and how 
it came to exist and what purpose it serves*
To complete the definition it is necessary to identify the 
complementary concepts in the informal organisation* There 
are two particular characteristics* The first is a major area 
of concern in organisational analysis, namely the power 
structure* This is, therefore, the complement to the authority 
structure as determined by the extant organisation and as 
as affected by normative influences* The definition and 
conceptual problems of power will be discussed shortly* The 
second characteristic is typified by behaviours which have not 
become normalized* That is, behaviours which are not commonly 
expected nor commonly reflected in the everyday actions of 
organisational members* Such behaviours lack consensus and, 
for purposes of labelling, this research has described these 
forms of activity as 'dissensus behaviour'* These behaviours 
are only to be found outside the bounds of the extant 
organisation and may indeed be problematic to the extent that 
their goal direction may be consistent with the goal direction 
which the extant organisation is trying to achieve. Further, 
'dissensus behaviour' may not be prescribed, it may represent 
original, creative or discretionary action. The distinction 
brought to bear in this analysis, therefore, is the social 
acceptability of such action* This may be indicated by the 
passive or active acceptance of such behaviour by various actors 
in the organisation* It is, therefore, essentially a 'social 
action' criteria which determines the categorisation of such 
behaviour*
Power and authority are undoubtedly fundamental concepts in 
this elaboration of the formal and informal and indeed for the 
understanding of organisational behaviour in general* It is 
necessary, therefore, to clarify the meanings of power and
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authority and to comment upon the problems related to the use 
of* these concepts*
Simon has indicated the problem related to the concept of
authority when he said, "there is no consensus today in the
management literature as to how the term 'authority' should be 20usedo"" This lack of consensus is equally trnie within the 
behavioural sciences and may have two causes* The first is 
the problem of specifying the set of behaviours to which the 
term 'authority' should be applied* The second is the problem 
of specifying the circumstances under which such behaviour will 
be exhibited* It is with regard to these problems that the 
notion of complementary concepts and the processual relation­
ships between concepts is useful*
Weber's classical definition is limited by its focus on
formal transcendence "authority, the power of control which
derives from an acknowledged status, inheres in the office and21not in the particular person who performs the official role *"
This definition is echoed by March and Simon when referring
to a new incumbent who "in joining the organisation accepts
an authority relation, i*e* he agrees within some limits
(defined both explicitly and implicitly by the terms of his
employment contract) he will accept as the premises of his
behaviour, orders and instructions supplied to him by the 22organisation*"'' These definitions are referring essentially 
to formal authority, that is authority based on hierarchical 
office and applied with legitimate right * Legitimacy, however, 
may bo achieved other than through hierarchical office*
Peabody,' for example, distinguished two types of authority*
The first has a basis in status and position, the second 
a basis in competence and personal skill* Peabody sees 
these forms as commonly interdependent; "formal 
authority flowing from legitimacy and- organisational status
20* H«A* Simon; Administrative Behaviour (New York 2nd Edition) 1965 P*3421 * M* Weber; Social Theory and Social Structure, Glencoe Press 1959o 22o J* March and H* Simon; Op* Cit* P*90
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almost invariably ^ust be supported by authority based on 
professional competence and human relations skill *" Formal 
authority as traditionally understood is the same for different 
actors, but as this comment by Peabody suggests, it is a 
resource which is applied in varying ways according to other 
factors o
Thus, whilst formal authority may define a source or basis for 
use, its actual use or the 'real' form which authority takes 
is a function of factors external to what Weber would define as 
the 'office'. Formal authority may, therefore, give rise to a 
source of ambiguity, to a commodity or resource wliic’i will be 
utilised, developed, interpreted in such a way as to suggest 
that no 'office' possesses a fixed sum of authority and that 
even the limitations or explicit boundaries of formal authority 
may be extended or changed according to what happens and what 
is affected by, in particular, the incumbent of an 'office'*
In this sense, therefore, hierarchical or position authority* 
is only one source or form of control and it is evident that 
such control or influence may be amended, complemented, or as 
Peabody says, "supported", by various other forms, The concept 
of power however, refers to an influence or control which is 
not prescribed, but rather to an ability which is acquired to 
act in an influential manner* Powder may thus be seen as the 
basis of control, and authority is another form of control which 
possesses an element of impersonal, official determination* 
Accordingly, the different forms and variations of authority are 
different expressions of the basis of power, which is itself the 
means of control* Therefore, expressions of power may be 
conceived in, for example, organisational hierarchies as formal 
authority or position power, or another example would be a 
coercive expression, a s >in the control, of a group over individual 
members of the group* The essential point here is that the 
concept of power as a base and of authority as a form of that 
base suggests that conti'ol over actions is a variable function 
and the degree of control which any individual 'office* can exert
23* R* Peabody; Perception of Organisational Authority* A.S.Q*
1 9 6 2 * P,195.
* Note; T.To Paterson refers to four forms of authority, these are moral ; sapiential; structural and charismatic*See 'Glasgow Ltd*' Cambridge I9 6O*
•=6 9*”
is, therivrore, not a fixed sura of control o This allows 
considerable flexibility in the use of the concepts because 
obviously the degree of control just referred to, can be affected 
by a wide range of factors, some of which it is intended to 
explore in the case studies of the current research*
Following from this argument, it is possible to use a broad
definition of power, such as is provided, for example, by
exchange theory with regard to dependency relationships,
Exchange theory has suggested that the source of power is based
in social exchange and that the nature of power is affected by
the processes of social exchange. These processes are concerned
with concepts such as the state of balance between those
exchanging, the reciprocal nature of exchange (Gouldner), and
the availability of resources being exchanged (Homans), There
are subtle distinctions to be drawn such as "where Homans talks
of the dependence of power on social exchange, Blau emphasisesPhthe derivation of power from social exchange processes",~
These subtleties do not override the importance of social 
processes, but rather relate to the concepts referred to earlier, 
that is, they distinguish between relationships in which 
individuals perceive the power as an immanent phenomena (Romans) 
and where it is seen as more transcendental in force and merely 
conducted by the actors in social events (Blau; who derives his 
leaning from his explicit Durkheimean inclination). It is 
sufficient for this work, not to resolve these issues but to use 
the reliance upon social exchange as the definition of power,
This might take the form of the socially recognised dependence 
of one actor or group of actors upon another actor or group of 
actors! This does not usurp the problems which are in dispute 
in exchange theory such as whether power is a zero-sum concept 
or whether there is unequal exchange and so forth. Indeed this 
research sees role relationships which' express this social 
exchange to be an important and highly productive focus for 
the understanding of organisational behaviour and the power 
structure surrounding such behaviour. In these role relation­
ships it is intended to treat as problematic the derivations
2^0 Po Ekehs Social Exchange Theory, 197^ P,182
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of the forms of both power and authority as well as questions 
such as those of legitimation and of the actors® behaviour in 
either consenting, recognising or in experiencing coercion in 
the forms of control and dependency.
The framework so far, therefore, intends to use the concept 
of power as a resource whose bases are in social action and 
authority as a legitimated form existing within the formal 
social structure. This predisposes the categorisation of 
power for operational purposes in terras of two criteria^ The 
first is the extant basis, indicating institutionalized 
authority in hierarchies which are explicit. This would 
obviously be a part of the formal social structure. The 
second criteria concerns the perception, by actors in the 
relevant role set, of the nature and extent of power which is 
or can be exerted. Dependent upon the degree of consensus of 
perceptions, both horizontally and vertically within the 
organisation, the power may be either legitimated or identified 
as non-ihstitutionalized and coercive* If the latter is the 
case and perceptions of the role set deny a collective 
recognition of authority then such a basis of control may be 
categorized under the heading of the power structure*
There are two features requiring emphasis with which to 
conclude this discussion of power and authority* The first 
relates to the aspect that authority and power may bo 
analytically defined, but are only of significance to the 
actors concerned in terms of their perceptions and the 
apparent existence of these constructs* Thus if subordinates 
do not perceive that an authority relationship exists, then 
any control, even if it is ®légitimâted,* which is exerted 
by the superordinate is by definition of this social action 
framework achieved by coercion and should be categorized as 
power. Authority in this sense may be granted as much from 
below as from superiors in the organisation. Authority and 
power are susceptible to change both in the bases and 
especially in the form in which they are exhibited* They are 
not fixed sum constructs but rather varying sum, so that 
social forces in any particular situation may detract or add 
to the value of the distributed power and authority. The
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concern, therefore, and this is the second aspect, should 
be with the process by which such variations and alterations 
in the distribution of power and authority are achieved.
By defining power and authority in the framework of social 
action it is intended to accommodate the means by which 
behaviour in an organisation can processually affect the 
form of the social structure* Therefore, whilst it is the 
sociologist and not the actors who may wish to recognise and 
categorize the altering form of social structure, it is 
necessary nevertheless to provide analytical methods to 
clarify this process* The analytical methods used tere are 
the complementary concepts of the formal and informal and in 
conjunction the power and authority concepts are being used 
as integral parts of this processual change* It is intended 
to illustrate that the process of normalization, of action 
becoming socially or organisationally acceptable behaviour, 
may be significantly affected by changing patterns and forms 
of power and authority relationships* These changing forms 
of the power and authority relationships indicate the dialectic 
between organisational structure and’ the social activity 
which makes such structure meaningful* It is recognisable 
hot)ever, that such a process requires the means by which 
activity is able to permeate such conceptually verified 
relationships and that the mediating influences in this 
process are the roles and role sets which the actors occupy 
as incumbents of offices*
The concept of 'role® is important to this research but is
seen essentially as a mediating influence, a vehicle which
provides the dynamic for the processes mentioned above* As a
concept however, 'role* has been great with promise, but
somewhat unsuccessful in fulfilment* This may have changed
in recent years although Levinson's comment that, "the concept
of role remains one of the most overworked and underdeveloped2 5in the social sciences" • can scarcely be denied* Indeed the 
classic text by Gross, Mason and McEachern expresses similar 
concern and suggests that 'role* has been viewed in an
Do Levinsons 'Role,Personality and Social Structure in the Organisational Setting*' Journal of Abnormal and Social 
Psychology 1959o P*170
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holistic manner which has denied its content elements 
This confusion has been of considerable hindrance to this 
research which has attempted throughout to clarify conceptual 
understandingo Certainly the core of the confusion is in the 
meaning of the term role and in its methodological use* Again 
using Levinson's approach this difficulty is soon apparent,
"A role is, so to say, an aspect of organisational physiology| 
it involves function, adaptation, process* It is meaningful 
to say that a person 'occupies* a social position; but it is 27inappropriate to say, as many do, that one occupies a role *" 
Levinson proceeded to define 'role* as a set of expectations 
and behaviours with three specific elements: (1 ) structurally
given normative demands and responsibilities associated with 
a position; (2 ) a role conception; which is an individual's 
perception of the position he occupies; (3 ) role performance; 
which is the behaviour enacted by the individual in a position* 
Levinson has, therefore, in his definition of role and thus 
of the core concept in role theory, used the areas of concern 
already identified in this research* Levinson's respectability•H*in 'role theory® and his similarity with the views expressed 
here, should reasonably permit that much of this research could 
be accommodated in role theory, whilst at the same time it 
should be emphasised that, for the central purpose of 
contributing to the development of organisational theory,
* role theory* has not been specifically used in this work* 
Indeed the reason for adopting the action frame of reference 
as a more embracing method for analysing organisational social 
structure is that role theory tends toward somewhat global 
distinctions between "intra-personal and structural- 
environmental contexts*" Further, with regard to the problems 
of the formal and informal, role theory remains as a conceptual 
adjunct to various problems, such as the derivation and 
distribution of power* The advantages of role theory are 
essentially in its descriptive ability and not so obviously in 
its contribution to the understanding oF processual activity*
260 NoGross, W.DoMason and A* W .McEacherrn : Explorations in Role Analysis* Wiley 1959 
2 7 o Do Levinson: Ibid*^ Notes Dp Pugh; 'Role activation conflict; a study of industrial inspection* A.8*R. 19^6* P*835o
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This research has been conscious that roles are the focus about
which social processes within the organisation are converging.
There is a consistency here with theory which has, as Hickson
says, "0 o0 * converged upon the specificity (or precision) of
role prescription and its obverse, the range of legitimate 28discretion 0"~ This consistency has continued into the methods 
of this research and even in some similarity with the develop­
ment of conceptso Levinson's concept of 'personal role- 
definition', for example, contains substantial elements of 
the conceptual ideas emanating out of this current research*
In conclusion of this section, it should be apparent that the
concepts of organisational theory have hitherto been much
discussed and that the theory has developed substantially.
The fruitfulness of further exploration and more in-depth
understanding has been well stimulated; particularly of recent
by the criticisms of the "world of common sense, the concept
of rational organisation*o,*" that are "oo.odevoid of29information on how its tefms relate to facts *" ' Such
criticisms appear well founded in a concern for a balanced
perspective in organisational study and are well reflected in
the action framework expressed by Bittner, which has also been
adopted as the current framework "the meaning of the concept,
(organisation) and of all the terms and determinations that
are subsumed under it, must be discovered by studying their
use in real scenes of action by persons whose competence to30use them is soundly sanctioned."
28o D.Jo Hickson: 'A Convergence in Organisation Theory'A.S.Q. 1966 Vol lI Po 244 
2 9 o E* Bittners 'The Concept of Organisation' Social Research
32 19630 P .239- 55.
3O 0 E* Bittner; Op* Cit*
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PART I 
SECTION III 
Research Methods and Hypotheses
The research methods used in this research were simple, largely
unquantificible and readily understandable* The methods,
which will be discussed, were trying to avoid the positivistic
approach of relating statistical findings amd making social
facts out of such findings* Further the research sought to
develop a theoretical perspective consistent with the intended
research methods* As Cohen has said "the relationship
between theory and research in sociology is far from 
1satisfactory." The social action framework of this research 
has demanded that the focus of the research method be based 
not i>n factual or statistical findings, but on perceptual 
findings and on the identification of meaning to participants*
The present research is as much concerned about the structural 
features of organisations as it is about the social action 
related to those structures* Structure, however, is only 
significant in terms of individual actors and groups through 
the meaning and interpretation which such actors perceive ux 
the structure* However, the argument of this research is not 
that there are cause and effect relationships but rather social 
processes in which actors are interacting with each other and 
with organisational structures* The research methods used 
here have examined a part of the processual activity, between 
managers and their roles within their organisational context* 
The methods were therefore mainly concerned with the 
identification of meaning and behaviour from the subjective 
viewpoint of the actors in the situation* Walsh has expressed 
sympathy with this approach "Action is never just the product 
of formal rules; rules are enacted in social situations through 
a continuous interpretation of their meanings in the context of 
commonsense decision-making* What is important, therefore,
1o Pc Cohen; Modern Social Theory H.E.B* I968 P * 242* Also on the same page Cohen says; "There is a depressing tendency for social theorists to discuss the nature of social theory and not the nature of social reality*"
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is not formal rules but the procedure by which members
demonstrate that activities are in accordance with a ri.i 1 o and
thereby intelligible. Social meanings, then, and the social
order which is produced by them, are the ongoing practical
accomplishment of members achieved in situations of 2interaction."
This approach, therefore, is intended to establish a 
fundamental link between, firstly, the theoretical concerns of 
this research and, secondly, the empirical research including 
the methodological techniques. However, such theoretical 
criteria as are necessary to meet the demands of the link 
being established in this work requires some clarification 
and explanation, Also^in conjunction with this^it is necessary 
to explain the rejection of what might be referred to as the 
typical naturtt/l science-hypothesis testing procedures.
The theory which this research is contributing towax'd is 
concerned with the understanding of organisations. Theories 
in themselves are presuming certain universal characteristics 
and may be denied in the particular example. However, if they 
are supported in general and have the possibility for rejection 
by the particular, then the principle for the empirical 
existence of a theory can be said to exist. This is 
consistent with the Popuerian criterion for a theory which is 
empirical insofar as it may be refuted by observations*
This leaves the status of a theory at a point at which it is 
susceptible to criticisms of degree of transferability, of 
how general is its empirical existence and to what extent is 
the theory of any value if it is at too high a level of 
generality. Thus the theories which have been developed have 
tended to possess many intricate ideas and concepts which in 
themselves offer tlxe scope and indeed create the demand for 
qualification of the theory. Ultimately, this would suggest 
that theories should be capable of expressing one of two
2 * D, Walsh in P, Filmer, N, Phillipson, D, Silverman and Do Walshs New Directions in Sociological Theory*Collier MacMillan 1972 P,21,
-77'
viewpoints. Firstly, that they are sufficiently precise in 
content to enable conclusions about a wide varity of situations 
and have been deduced and validated by the evidence from such 
situations* Secondly, theories may be '.'6o'■ complex that 
rather than deduce or validate their applicability, the theories 
may be used to examine the more particular and, on each 
occasion, slightly adapt and modi/y the content of the theory* 
This latter type of theory would, therefore, be concerned to 
accommodate such conditions or pre-requisites as may be seen 
necessary to enable a theory to remain credible.
The evolution of organisational theory has illustrated that
many contributions have firstly added to the qualifications,
making theory still more complex, or have worked at a higher
level of generality, or, finally, ignored certain variables
as unimportant and emphasised a uni-dimensional approach. It
is evident that none of these methods are satisfactory.
Simplification is increasingly denied as more research
discovers more evidence and enhanced observations about minute
parts of the theory, or more precisely, the school of theories
in this instance concerned with organisations. Herein lie
many of the problems of the contemporary perspective. Firstly,
is the ne-w evidence significantly contributing to the theory,
or merely creating confusion? Secondly, should efforts be
made to integrate or achieve convergence of different
theoretical approaches? Finally, is it possible to still
maintain some overall paradigm which can accommodate innovatory
research and lead to the development of theory? Each of
these questions has received prolonged debate. The first has
been discussed with particular accent on the type of research
which has been accomplished and whether the right questions
are being asked on the important issues. Typical of one
school of thought are the remarks of Phillipson, "ooo« it is
precisely here that the injunction of phenomenology to 'get
back to the things themselves' becomes of crucial importance
by drawing attention to the problematic features of that which3conventional sociology takes for granted,"
3o Filmer, Phillipson, Silverman and Walshs Op* Cit, P,84
-78.
The second question raised above has been argued both in the 
immediate part of sociology focusing upon organisations and in 
more general terms amongst sociological theorists* This 
debate has already been referred to in a previous section and 
the conclusion would appear to bo to adopt such theory as the 
type of research demands* As for the final question, it is 
already evident that uni-dimensional theories have not withstood 
academic criticism and that meta-theories have probably not 
had the impact on studies or organisations that they might*
That is to say that various theories have been put forward 
regarding organisational behaviour and the nature of 
processual and structural activity* Relatively few of these 
ideas, however, have actually been translated into research 
methodology and therefore have provided minimal additional 
insights into the 'social reality' of organisations* Thus 
whilst meta-theories may survive, organisational theory or 
middle range theory has not proved particularly fruitful, 
especially bearing in mind that much research has been 
conducted but not easily translated into a substantial 
theoretical conclusion* Examples of this are illustrated by 
the work of renowned observers of organisational behaviour 
such as Goffman and Dalton*
The concern expressed earlier in this section, therefore, 
about the relationship between theory and research has been 
given due consideration* The concepts developed in the theory 
of this research were essentially based in the idea of 
processual activity* In the knowledge that analysis of 
organisational behaviour is in danger of elevating the 
commonsense world of the observer to the status of 'social 
reality' this research has avoided the methods of positivistic 
sociology, and concentrated on identification of meanings and 
perception* This approach conforms to the view that 
researchers and effective social action research is "condemned 
to meaning"^ and that without an awareness of this precept, 
the researcher will observe and comment upon a 'taken for 
granted' world* However, no research can do more than meet a
4-0 M* Merleau - Ponty; The Phenomenology of Perception Routledge and Kegan Paul 1962* PoXix
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variety of compromises on the essential criteria, and these 
compromises' arc dictated by other than methodological 
adequacies and competence* The essential criteria have been 
established as an awareness of those problems which assume 
meaning for the actors or as an awareness acknowledging that 
meaning may be problematic in itself* Whilst believing in 
the exhortations of phenomenology, this research has not 
altogether agreed with the research methods of this particular 
trend* Therefore, the current analysis has adopted the 
awareness and sensitivity referred to above, without conforming 
to the more contentious methods of inquiry proposed by the 
school of 'second order meaning*'
The corollary of this approach may be seen in various respects 
in the proceeding empirical analysis* Whilst concerned with 
the development of social action theory in organisation, and 
therefore moulded by this influence, nevertheless this 
research can at best, add to the existing fund of knowledge 
and thus contribute toward such theoretical trends as may 
exist* This argument has thus led to the point at which this 
research has recognised the link between theory and research 
activity and has attempted to accommodate this link*
Vo are not, therefore, concerned in this research with 
identifying categorizable behaviour for the purpose of a 
descriptive label and forsaking the nature of social processes 
and the meaning of such processes to the actors* "All too 
frequently studies seek to force respondents into categories 
which bear no relation to the subjective meanings of those 
c o n c e r n e d e F o r  the ongoing value of knowledge it is 
nevertheless important to provide frameworks and indeed 
categories in the way defined in this research, so that 
subjective meanings can be placed in an ongoing theoretical 
perspective *
Research of this nature has, therefore, tw^ o concerns » The 
first are the resources available for such a study* The
Do Silverman; The Theory of Organisations o II. F . B * 1970 P.227o
-80.
second, the subjectivity and the value orientations of the
researcher which may ’slant’ the 'level of meaning* With
regard to the resources problem this research could not employ
the methods of Dalton for example* Dalton,, in his significant
study of managers^ which will be referred to later, spent some
ten years as a participant observer studying American firms *
Longitudinal studies o£ such ana ture may be most insightful, as was
Dalton's but suffer severely without theoretical frameworks or
an ongoing theoretical critique* A further study by Kahn et al*
on organisational stress had the resources to undertake a
nationwide survey as well as a more parochial study of role sets7using multi-stage interviewing methods*
The methods selected here were used both for their relative 
value in terms of obtaining evidence and also for their 
practicality* The enquiries were organised in three ways » 
Firstly, in the two organisations directly examined, information 
was sought, usually from personnel departments, regarding the 
'extant organisation'* This entailed collecting organisation 
charts, manuals, introductory pamphlets, house magazines, job 
descriptions and any other explicitly, written information 
which the companies concerned could supply* The major phase of 
the operation was then an interview programme around a semi­
structured questionnaire* In the first organisation which was 
studied, during the summer of *7 2 , a3.1 ten managers were 
interviewed including the joint managing directors* This was 
only a small company and was intended as the pilot study* In 
fact this pilot proved a most valuable study in its owm I'ight 
and an extremely fortuitous comparison with the second larger 
study* The second organisation yielded interviews from 39 
managers and directors, some of whom were interviewed on more 
than one occasion* The third method was a more informal 
spontaneous approach, trying to develop contacts and 
relationships, talking informally to people in the workplace 
and in social meeting places* This latter method had operational, 
constraints but did reveal some interesting information* Its 
limitation was affected largely by practical difficultés rather 
than the nature of the method* Dalton used a similar approach
6* Mo Dalton - Men Who Manage* Viley 1959.7 o Ro Kahn, D* Wolfe, R* Quinn, J, Snook and R * Rosenthal - 'Organisational Stress' * Wiley 1964*
by developing 'social* and 'informal* contacts with respondents 
whom he described as 'intimates'* Whilst an obvious bias might 
result from such a method, the interviewing scyle which was 
adopted in this research had similar results to Dalton's 
intimates in that the bulk of the most revealing information 
came from a minority of respondents*
Burns ana Stalker also used these methods and indeed their 
approach formed the basis for the research methods adopted in 
this study* The case study method of Burns and Stalker was 
part of what they termed 'field sociology' the means of 
enquiry being "eooSimply directed towards gaining acquaintance, 
through conversation and observation, with the routines of 
•behaviour current in the particular social system being 
studied**** All this emerged fairly slowly in the course of 
interviews, meetings, lunch-time conversations, and the like *"
These methods yielded considerable information, some of which 
was in a relatively miscellaneous form* The interviews were 
semi-structured although common questions were asked of all 
interviewees which enabled responses on certain subject areas* 
This was particularly useful in determining the normative 
structure of the organisations* However, the interviews were 
designed to allow exploration of interesting and problematic 
areas by the use of open-ended questioning* Also, where 
potential problem areas arose, for example different 
interpretations of authority structures, these were cross- 
referred to different interviewees* Again it is evident here 
thqt the researcher was fully responsible for identifying 
and raising these problems, so that the level of meaning was 
restricted by the interviewer's subjective observations*
The questionnaire covered background details about the 
respondent, perceived positions in the organisation hierarchy, 
descriptions about the role function and fairly extensive 
enquiry into authority limits and authority relationships*
The so-called inter-faces between different hierarchical levels 
and between different functional departments were also focused
T* Burns and G* Stalker; Op* Cit* P*12
upon* The interviews averaged about one and a half hours each 
and about a quarter of the interviewers were taped* Tape 
recording was treated with circumspection because some 
respondents appeared to be constrained by the recording 
machine* However, this would be used to advantage by 
recording the more factual descriptions and then switching 
the machine off when more sensitive areas were approached, j 
thus achieving a more open response!
These methods were not rigorous, systematized, structured 
research techniques* They were, however, used with sensitivity 
and with the objective of optimising interview situations 
without disturbing relationships or organisational operations* 
Indeed, it was stressed in every interview that the research 
was not concerned with organisational effectiveness and 
internal problems so that interviewees could convey information 
without fear or repercussions* Further, and this is a marked 
difference from Dalton, both co-operati-ng organisations were 
approached through the company directors* Dalton feared that 
this could lead to manipulation and he operated without the 
executive level knowing of his research* However, this 
research was concerned to gain the executive perceptions as 
much as any other level of management, and to secure the 
confidence and the understanding that the research was only9seeking observations*
These methods then were tested in the pilot study conducted in 
a small furniture manufacturing company* Employing about 15O 
staff, the company was a subsidiary of a group owned and 
operated by two joint managing directors* The company was 
only■concerned with manufacturing and distribution, the other 
supporting services such as sales and marketing being done at 
group level.* The company was not selected for any particular 
criteria. The research was examining processes and should, 
therefore, have had general applicability to any organisation* 
However, size was an important factor for the pilot study if 
the methods were to be tested for viability* A small company 
allowed for an organisational study to be conducted throughout 
the complete management hierarchy.
9o See Appendix * H
^3-
T h e  f i n d i n g s  of the p i l o t  s t u d y  w e r e  s u f f i c i e n t l y  u s e f u l  to 
e n d o r s e  the use of the m e t h o d s  m e n t i o n e d ,  a l t h o u g h  the 
s e m i - s t r u c t u r e d  q u e s t i o n n a i r e  w a s  r e w r i t t e n .  A l s o  it w a s  
e v i d e n t  that the c o m p i l a t i o n  of all the e x p l i c i t  m a t e r i a l  (such 
as o r g a n i s a t i o n  cha r t s ,  job d e s c r i p t i o n s  a n d  so for t h )  was 
l i k e l y  to be r e s t r i c t e d  b y  e m b a r g o e s  of v a r i o u s  k i n d s ,  and 
t hat an^ufay the n a t u r e  of w h a t  i n f o r m a t i o n  was a v a i l a b l e ,  
w a s  f o u n d  to bo v e r y  p a r t i a l  a n d  o u t d a t e d  a n d  t h e r e f o r e  in 
i t s e l f  of l i m i t e d  v a l u e .  F u r t h e r ,  f a c t u a l  i n f o r m a t i o n  w h i c h  
m i g h t  b e  e x p e c t e d  o f  m o s t  o r g a n i s a t i o n s  is not a v a i l a b l e  
(e,go l a b o u r  t u r n o v e r  f i g u r e s ,  a b s e n t e e i s m ,  c o m p i l e d  age 
s t r u c t u r e s ) .  T h e r e f o r e ,  w h i l s t  i n f o r m a t i o n  w a s  s o u g h t  w i t h  
r e g a r d  to e x p l i c i t  m a t e r i a l  in the m a j o r  c ase study, s u c h  
i n f o r m a t i o n  g a t h e r i n g  w a s  n o t  p u r s u e d  so v i g o r o u s l y  as h a d  b e e n  
the cas e  in the p i l o t  study.
T h e  m a j o r  case s t u d y  w a s  c o n d u c t e d  in a l a r g e  c i v i l  a i r l i n e  
c o m p a n y .  A n  o v e r t l y  d y n a m i c ,  p r o s p e r o u s  a n d  h i g h l y  c o m p e t i t i v e  
i n d e p e n d e n t  a i r l i n e ,  this 'company* l ike all o t h e r  i n d e p e n d e n t  
a i r l i n e s ,  was c o n s c i o u s  of an o n g o i n g  s t r u g g l e  for s u r v i v a l .
T h e  c o m p a n y  e m p l o y e d  a b o u t  s i x  t h o u s a n d  p e o p l e  and was 
o r g a n i s e d  in the c o n v e n t i o n a l  c o m p l e x i t y  of i n t e r - r e l a t e d  
d i v i s i o n s  e a c h  w i t h  a r a n g e  of f u n c t i o n a l  d e p a r t m e n t s .  T h e  
c o m p a n y  w a s  h a v i n g  to c o p e  w i t h  p e r p e t u a l  change, l a r g e l y  
f o i s t e d  u p o n  the o r g a n i s a t i o n  b y  e x t e r n a l  f a c t o r s .  T h e  c ase 
s t u d y  w a s  o b l i g e d  to be f r a g m e n t e d  b e c a u s e  of the siz e  and 
c o m p l e x i t y  of the o r g a n i s a t i o n .  A c c o r d i n g l y ,  it w a s  a g r e e d  
w i t h  the b o a r d  r e p r e s e n t a t i v e s  to r e s e a r c h  into the s a les 
d e p a r t m e n t  a n d  a d e p a r t m e n t  c a l l e d  f o r  the p u r p o s e s  of this 
r e s e a r c h  'support s e r v i c e s ' .  T h e s e  d e p a r t m e n t s  w e r e  s e l e c t e d  
f o r  v a r i o u s  r e a s o n s .  S o m e  d e p a r t m e n t s  h a d  b e e n  o v e r - e x p o s e d  
to s t u d i e s ,  some w e r e  f u r t h e r  r e m o v e d  f r o m  the o p e r a t i o n a l  
c e n t r e  of the o r g a n i s a t i o n ,  o t h e r s  w e r e  p o l i t i c a l l y  s e n s i t i v e .  
T h e  b o a r d  f e a r e d  that the 'su p p o r t  s e r v i c e s '  d e p a r t m e n t  m i g h t  
b e  a l i t t l e  too n e w  f o r  s u c h  r e s e a r c h  a n d  w e r e  c o n c e r n e d  that 
a n e w  d e p a r t m e n t  m i g h t  c o n v e y  r a t h e r  e x a g g e r a t e d  i m p r e s s i o n s  
a n d  t h e r e f o r e  d i s t o r t  a n y  c o n c l u s i o n s  a b o u t  the p r o c e s s e s  
u n d e r  e x a m i n a t i o n .  B o t h  d e p a r t m e n t s  h a d  s e v e r a l  s e n s i t i v e ,  
o p e r a t i o n a l  ' i n t e r f a c e s '  w i t h  o t h e r  d e p a r t m e n t s  and t h e s e
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interface situations had strong potential for illustrating 
problems of authority relationships* In the airline company, 
the managers and directors who were interviewed represented 
virtually all the manager's * in the two departments concerned 
and the respective senior line managers ( 1 * e * of the division) 
and board directors* These interviews were conducted during 
the autumn and early winter of 1 9 7 2/7 3 .
These research methods were seen to be consistent firstly with 
the theoretical framework of the research and secondly with 
the objective of contributing toward clarification of concepts 
used in organisational.theory* Certainly, the methods used 
produced an abundance of evidence and research material which 
then required consciously selective filtering in the analysis 
without distorting the essential nature of the findings* It 
is the intention of this research to use such findings as have 
arisen to develop constructive (in the sense of contributing 
to, rather than substituting for organisational theory) 
theoretical frameworks in much the same way that Burns and 
Stalker developed their ideal type constructs* As is evident 
however, the basis of this research is not in examining merely 
organisation structure but also organisational processes which 
interact with the former* The possible concepts emerging from 
this approach, therefore, will not be the ideal-types, but 
rather analytically defined processes*
Hypotheses
During the analysis of the pilot study and consequent upon 
the assessment of the literary material, the research developed 
several hypotheses* These hypotheses were intended to relate 
to the theoretical framework and covered strategic areas*
Their significance is in terms of expressing more emphatically 
the framework and in providing insights into the concepts and 
their use* The research was not concerned to validate these 
hypotheses but to disprove them or to assess their relative 
merit* Nor was this approach intended as a rejection of the 
preceding discussion on different levels of meaning* If
individual perceptions are held by a collectivity then ;
research is* not imposing a meaning but rather stating its |
collective existence* Of the original hypo the s es^ ,^ there are !
a few which are crucial to the theoretical framework and worthy |
of introduction* An important problematic area concerned the :
nature o;f' individual and corporate goals and to what extent 
particular behaviour was directed toward achieving either of 
these respective goal sets* To suggest that behaviour is 
directed toward particular goals assumes both intentionality 
and rationality on behalf of the actor or actors* To establish 
firstly the nature of such goals and secondly to determine the 
relationship between goals and behaviour is indeed an awesome 
task in itself* Nevertheless, it would appear that much of 
previously so-called informal behaviour has been categorized 
as such because it is directed toward individual goal 
achievement, possibly at the expense of organisational goals*
The first hypothesis therefore is - that the extent of informal 
behaviour within organisations is related to the degree to 
which individual and organisational goals complement one 
another*
The more complementary individual and organisational goals 
may be, the less the informal behaviour adopted by the 
individual* Thus, for example, if the individual sees his 
own progress related to that of the organisation's progress 
it is suggested he is less likely to behave independently of 
other organisational members* The converse it is hypothesised, 
may be the case when there is disparity between an
individuals adopting informal behaviours to achieve organisational 
goals is something of which this research is aware* However, 
the concepts, as outlined in earlier sections, have anticipated 
that when such behaviour may be adopted it will invariably 
seek some consensus support, and accordingly would be 
re-classified as formal behaviour on the basis of normative 
expectations* The issue which is really in dispute is, 
therefore, whether informal behaviour as identified in this 
research is revolving essentially about an individual's 
objectives and not the organisation* If this is the case it 
denies the existence of an informal 'system' and suggests 
informality is localised and highly fragmented*
10* See Appendix. A
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Additional hypotheses, or problem areas, relate to the nature 
and existence of authority* The first of these identifies 
the process of behaviour changing from being dissensus, 
unexpected and irregular to becoming regular anticipated and 
acceptable by consensus* The effect of this process, it is 
suggested, is in the alteration of the authority associated 
with particular roles* It is apparent that in any organisation 
individuals can only behave independently of others for a very 
limited period without organisational members at some level 
becoming conscious of that individual's action* The nature 
of the conscious identification may then be expressed in 
various forms* It may.remain as an implicit acceptance or 
rejection of the individual's behaviour* That is, it is not 
verbalized or acted out and shown to be an overtly responsive 
behaviour* Alternatively, there may be explicit reference to 
an individual's 'informal' behaviour which might constitute an 
attempt at determining whether a consensus of perceptions 
exists, and then to determine any individual or collective 
response to the informal behaviour* The central point would 
then be that many such informal behaviours are related to the 
authority structure and to the decision-making process inherent 
in the authority structure* If the informal behaviour of 
individuals is recognised and accepted by a significant role 
set, which may include peers, superordinates and subordinates, 
then it is apparent that tikis vViil. liaVe repercussions- on po-r'fe oF the 
authority structure* The informal behaviour, therefore, 
starts an immutable process, albeit unintentional in many 
instances, which may extend the boundaries of one role's 
authority definition, possibly at the expense of another role* 
This issue might therefore be expressed as follows - that the 
authority of specific roles may be altered by means of a 
process whereby dissensus behaviour becomes acceptable 
consensus behaviour as a consequence of social activity*
A second hypothesis is concerned with an issue raised by 
March and Simon which suggests thcit individuals accept 
authority relations and the orders and instructions as supplied 
by the organisation in what we would call the 'extant' form*
This has since been refuted by other authors but still remains 
problematic in that the process and the eventual balance and 
relationship between 'extant' demands and expectations and 
individual responses remains unclear* This research, therefore.
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proposed:»»
that authority is only meaningful in an organisation in terms 
of how it is perceived and used in relationship to specific 
roles* To this extent, authority is as much a function of the 
influence of the incumbent as it is of the prescribed role*
Further hyoptheses related to roles and role sets* The 
primary concern here was with the degree to which a role 
remained constant despite various incumbents * The transference 
of a role from situation to situation in any time period does, 
of course, raise many issues about other changing factors 
which become part of the process. The role incumbent is 
merely a single influencing factor among many* It would 
certainly appear to be logical that in a more mechanistic 
structure the role would remain more constant and less likely 
to change under incumbent and other influences* However, 
this assumption is inadequate* It may be equally possible 
that roles change within a mechanistic structure whilst still 
retaining the essential character of the structure itself*
The precision of role definition, like that of role authority 
is relatively meaningless if an incumbent decides to interpret 
that definition to suit his own purposes or on the basis of 
his mental-set toward the role.
In contradiction to the suggestion therefore, that roles and 
role behaviour are a function of prescribed behaviour, the 
hypothesis suggested here is:-
that the understanding of a role and its relationships with 
other roles is the function of a number of unspecified or 
unstructured processes, implicitly conveying meaning and 
understanding to the incumbent of that role.
In consequential relationship to this, the following 
hypothesis attempts to be more specific about the process of 
understanding s-
That the major understanding of role definitions and role 
relationships is a function of a cognitive process by 
incumbents of roles, learning through behavioural experience, 
the acceptability of different forms of role behaviour.
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These then are the more important hypotheses and will be 
assessed in relationship to the empirical findings in the 
succeeding sections of this research* The significance of the 
hypotheses, it should be stressed, is in their contribution 
to the elaboration of the concepts which are of major concern 
to this research. As hypotheses in thornselvos they may not 
appear far reaching, but intentionally they are not trying 
to presuppose behaviour which in essence can only be interpreted 
meaningfully by the actor* However, on the basis that we are 
concerned with theoretical development it seems important 
to provide more than interesting insights* Further it is not 
intended to validate these hypotheses, but examine their 
meaningfulness and initiate their development into processual 
or social action theories of human behaviour*
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PART II 
SECTION I
Research Findings
Results of empirical engniiies in the field
In assembling the research findings it has been necessary to 
examine particular areas relating to behaviour within the 
management structure of organisations, As the methods have 
suggested, the accumulated information is not quantitative 
although some reference may be made to figures to give an 
insight into those who were interviewed* The essential 
significance, indeed, of these findings, is the insight that 
they enabled within the confines of tw^ o organisations* To 
compare and complement this insight, it is intended to refer 
both to other empirical findings, few as they are in this specific 
field, cind also to add the personal experiences and observations 
of the researcher in various situations*
The studies of the tw^ o firms would ideally have included 
relatively extensive enquiries and research into environmental 
and communal factors that impinged upon these companies* An 
introduction 5 however, to the companies, their history, back­
ground and situation may give some indications as to the 
broader contextual factors* The pilot study of a 'leisure 
furniture' manufacturing company was conducted in an 
organisation typical of many small manufacturing concerns in 
the south east of England* Operating from a small industrial 
estate, the firm employed 150 people, having started with 10 
people in I9 6 I* The firm began as the brainchild of two 
active directors and the progress of the firm appeared to 
conform to the general entrepreneurial patterns suggested by 
Stanworth and Curran in their study of small businesses*^ 
Manufacturing and selling were significant problems for the 
directors in the early history of the company; the importance 
of these difficulties is illustrated by the relatively intense
MoJoKo Stanworth and J* Currans Management, Motivation and the Smaller Business* Gower Press 1973 P«99
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involvement of the directors in the formative years* The 
structure of the organ!sa cion in those years was to have 
evolved such that changes were a function of circumstances and 
personalities and not a consequence of planned progression*
A Works Director w^ as initially responsible for the production 
at the factory site, and the founding directors worked mainly 
from an outer London base, controlling the administration and 
selling* However, a rift between the works director and the 
founding director resulted in the former leaving and a new 
works manager being recruited, Ji, liras this 'new* works 
manager upon whom the study focused - the impact and effect 
of this new incumbent upon the organisation*
The firm has tight profit and operating margins with raw 
materials accounting for over 50^ of the sales value of the 
products. Seasonal trade is fluctuating and being in the 
leisure industry there is a sense of uncertainty about the 
organisation* To combat slumps in trade, the firm indulged 
in speculative buying and selling of jieaters and other 
consumer products* Production methods were relatively 
straightforward* Little skilled labour if as required, precision 
was gauged by the experienced eye rather than the exact 
measurement* Light materials, simple task operations and a 
degree of manual dexterity led to a high proportion of 
female labour* Management expressed a personal involvement 
and as will be discussed, if as regularly to be seen 'involved' 
on the shop floor with matters of small detail*
For purposes of identification this firm may be called 
company 'F ' (for Furniture) and our second case study, 
company 'T ' (for Transport)* The history of the second 
company, in the airline industry, is considerably more complex* 
A highly competitive industry in which survival is a key word, 
the company.that was studied is the largest independent 
airline in the country. It reached its present size 
(employing about 6,000 people), by taking-over another, larger 
airline and 'merging' into an organisation dominating a 
London airport* In terms of the 'merger' the managers of 
the company have been much influenced by the recent historical
changes and the remnants of past traditions and practices of 
the old companies have proved to be of some importance. The 
growth of the company has been most important in influencing 
the present form of the organisation* Particularly since the 
merger of 19^9 (a 'local* takeover) the growth factor has 
significantly affected many of the operational facets within 
the organisation* Along with the other airlines at the 
airport; there has been a 23^ increase in the number of 
passengers, rising to a total of 7 million per annum and an 
import-export activity totalling £81 million worth of trade* 
These figures have been sustained by a determined growth and 
expansion orientation indicated by the attitude of the 
employees as much as by the directors* The implications of 
such a policy will shortly be discussed.
The two departments studied in *T® company, the 'support 
services' department an*d Sales, were both strategically 
important departments* Sales as will be seen from the 
projected views of the senior managers and directors was seen 
as the 'spearhead*, not merely of the marketing division, of 
which it was a part, but also of the whole company* The 
organisation in a competitive situation such as this, evidently 
achieved the Sales image indicative of a 'sell or die' 
operational department. Its task was to co-ordinate various 
functions necessary to enable aircraft to leave the 'ramp' 
area (that is the area immediately between the airport 
buildings and tlie runway) , punctually, fully equipped and 
loaded, clean and preferably with its correct passenger and 
cargo load! The department was part of a larger division 
called 'traffic' but had been under surveillance because of 
the problems of co-ordination and punctuality with regard to 
a number of services over which it did not have full control * 
Accordingly, a working party was established to report on 
these operational aspects of the organisation* Their report 
became known as P ,I * P ., meaning performance and punctuality 
improvement programme, and its design was to create a 'support 
services' department which with various services under its
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direct control would foe able to reduce delays and customer 2complaintso Before the final Pol.P. report was produced the 
new department had been agreed by the board and was announced 
on 1st May, 1972* This meant that when the research Wcis 
conducted, the department was still in its infancy and indeed 
some of the most important roles had only been filled for a 
matter of days* Of major significance, therefore, were not 
only the new role incumbents, and indeed new roles, but also 
the acceptance and the function of the new department by 
other departments* Also as the new department had been 
extracted from one division and added to another, how would 
this affect the newly arranged inter-departmental relations? 
This aspect ifas to prove quite crucial in some of the inter­
face situations*
The Understanding of the Organisation by the Organisaiio•-al 
Members *
3The extant organisation' as it existed in Company 'P ' was quite
extensively formulated* The organisation charts had been
updated by the works director in conjunction with the founding
directors* Whilst several of the old charts were available,
they did vary in one or two instances* Three departmental
heads reported directly to the Works Director* Of these
departmental heads, only two, production and stock control,
had other managers subordinate to themselves* The Works
Director had three other staff responsible directly to his
position* All of the positions on the organisational chart
also explicitly stated to whom each individual was responsible4and the general function of each role*
Certainly, the organisation chart had contracted over a two 
year period with some roles disappearing and others assuming 
greater importance* The stock controller had been given 
larger responsibilities with the addition of raw materials.,
2o Appendix B illustrates the three main aspects of thesupport services operation - The Aircraft, Operationalrequirements and Revenue Load, each with sub-task features relating to the departure of "the flight. See alsoAppendix C which illustrates the operational problems ofco-ordinating many functions to one aircraft* Both of these appendices were taken from the P.I.P* report 3 «, See Page63for the meaning of ' the extant organisation'* ho See Appendix 'D '
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incoming goods as well as the storing and- despatch of 
finished products» The previous stock control incumbent was 
being prematurely retired and accepted what was in effect a 
demotion» The new stock controller was, however, beginning 
with an extension of status and was thus experiencing promotion 
compared to what would otherwise have been a sideways move »
A further contraction in the organisation chart had occurred, 
again to take advantage of a change in personnel, by the 
removal of the position of Factory foreman. The new
production manager had said that the Factory C foreman had 
not been replaced» In fact this role is excluded from the 
latest organisation chart. However, the production manager 
had produced a ^production organisation chart* and on this the 
Factory C foreman was still maintained?
The importance of these changes was marked as far as individual 
actors were concerned» Status elevation and demotion were 
consciously identified» Whilst it is possible to interpret 
these specific situations relating to the stock controller 
role and the ambiguous existence of the Factory C foreman 
role it should be apparent that t]ie reality of this situation 
varied according to the perceptual stance of the individual 
actors» It is perhaps more significant to consider briefly 
the alternative interpretations which might be applied to 
situations like these and to evaluate their implications»
The interpretation.which Dalton would have been most likely 
to make of these and other such instances is that they are 
part of an ongoing power struggle» Dalton felt that 
management structures were essentially a system of complex 
power relationships with each manager manipulating the 
situation to acquire influence and control and enhance his 
own status and opportunities» This is a Machiavellian analysis 
of such situations and is a valid viewpoint. It does imply 
devious and conflict^laden behaviour and raises issues about 
hurnan-motivation, survival of the most cunning and a prime- 
ordinate form of action» The frame of reference adopted by 
Dalton would appear limited. Various authors (Lockwood for 
example) on organisational behaviour have noted the somewhat 
surprising ability of individuals to subsume and even deny 
the impact of conflict» On the basis that actors dislike the 
effects of conflict and attempt to avoid such effects it is
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logical to presume that such behaviour as referred to above 
is not intentionally designed as part of a power struggle» 
Indeed a conflict orientation has a counterpart which is 
a co-operation and integration orientation and the observation 
of the latter in many managers has led the researcher to 
believe that such a presumption of non-intended power 
behaviour is more probable than intentionally contributing 
to a power struggle. An alternative proposition would, 
therefore, suggest misdemeanours on behalf of actors 
concerned, expressed by faulty communication, lack of updating 
the extant organisation, and an inability to realise the 
implications of organisational changes.
Another related feature of the extant organisation was job 
descriptions which existed for the managers mainly in the 
stock control area. These descriptions covered aspects such 
as ‘organisational relations* and '.authority and decisions,* 
but in very general terms. For example under the heading 
'organisational relationships' in the stock controller job 
specification it merely said: 'job holder is directly
responsible to Works Director*' It was evident that the 
authority and decision-making constraints however were 
explicit, especially with relationship to the Works 
Director who retained an omnipotence befitting a mechanistic 
structure*^ One job description relating to Factory * D * 
foreman was obviously several years old and indeed the 
foreman was the only person to have a copy. Whilst 
sufficiently general and outdated, unlike the other job 
descriptions^to be of little real value this factory 
foreman preserved his ancient document with great care?
Other than these main features, the extant organisation was 
supplemented with written contracts of employment (in 
conformity with the 1971 Industrial Relations Act) and an 
outdated, and on the admission of the personnel manager, 
a condescending, introductory booklet for new employees.
5o See Appendix * F ' for the job description of the Stock Controller,6* T, Burns and G, Stalker: Op, Git, P,119 and thisresearch Po^6.
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Organisational procedures were largely simple and routine 
and did not require explicating, so the essential extant 
organisation related to the management structure.
The perceptions and explanations of the extant organisation 
revealed much about the processes and influences which had 
affected both the management structures and the behaviour 
within the company. The directors suggested the organisation 
structure was fixed at any o)ie moment in time and was tlnis 
mechanical in nature, but that they would change the 
structure to suit different conditions, especially different 
personalities. To quote one of the directors who was 
referring to their relationship with the Works Director:
"we have allowed things to develop as we get to know the 
personality,,@ our policy has suggested that what is 
desirable is a * mental understanding* whereby directives 
are not necessary," The expression, of control but not 
rigidity is obviously quite feasible with a relatively 
mechanical structure. Slightly more liberal interpretation 
was expressed by the production manager who suggested that 
the organisation chart is a 'guideline* and that there are 
* no hard and fast rules,* Certainly, from the response of 
managers, it appeared that the organisation chart and the 
explicit organisational relationships if ere firmly established
Varied perceptions showed how status differences were 
expressed. For example the stock controller placed all 
Foreman at the same hierarchical level whilst the production 
controller placed the stock cojitrol foreman on a lower status 
to production foremen. Further, the organisation chart had 
changed with promotions and new personnel and it wuis 
evident that the changing authority of the works director 
had effected many organisational chart changes. The role 
development of the works director was, therefore, a 
significant process in this small organisation and in 
relationship to other roles will be discussed later in some 
depth.
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Company *T* was throughout, much less overtly mechanical in 
nature. Indeed, the lack of presence of an omnipotent head, 
(certainly his geographical and his hierarchical distance 
from the scene'of the operation), the lack of specified 
relationships and the apparently fluid structure, suggested 
a, considerably more organic organisation than company 'P*, 
However, as we have earlier suggested, the nature of an 
organisation's functioning needs an understanding of the 
complementary relationship between the extant structure, to 
whatever degree it may exist, and the behaviour by the 
incumbents of roles. In this respect Company 'T ' had a 
'veal' functioning operation rather different to the 
'apparent' fox’m. Its essential extant organisation was again 
ia traditional organisation charts. These charts did exist 
for the entiî'G company but were only retained for all 
departments by the training officer. The only organisation 
chart which was generally available was that concerning the 
board and the senior executives which was published in the 
house magazine. The sales organisation chart was divided 
by geographical 'responsibilities' for certain sales 
functions. These 'responsibilities' were explicit for most 
managers mainly in terms of the annual financial objectives7determined at board level. The chart itself merely 
identified the role-tities and the role incumbents. In this 
department the departmental organisational chart vras all 
that existed of the extant organisation. There were no job 
descriptions, manuals, nor any explicitly identifiable 
responsibilities or relationships.
The 'support services' department had an organisation chart 
carefully designed to indicate a hierarchical order even 
where a line authority relationship did not exist. Thus for 
example the 'support services' controllers (a new job title) 
had a line relationship which only related to the 'support 
services' manager. The c h a r t h o w e v e r ,  conveyed their 
status as being above everybody else in the department except 
the departmental managers assistant (called the senior
7 o See Appendix F 8o See Appendix F
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'support services' officer). The department was strongly 
influenced in the hierarchical ordering and the status 
ascribed to roles by the fact that civil airlines still retain 
in larger parts of their operational function a military- 
type of organisation. Throughout the 'support services' 
departmentj all personnel except the controllers and the 
manager and his 'senior officer,' wore braided uniforms. 
Further, all positions carried 'stripes' or 'pips', so that 
for example the senior 'support services' officer carried 
four stiipGs and a pip whilst his immediate subordinates, the 
'duty officers' carried three stripes.
The impact of this militaristic orientation was significant 
in this part of the extant organisation. The intention of 
civil airlines is patently not to convey a military type 
imago in its personal dealings with customers but to attempt 
to maintain an operation which has the precision and 
efficiency which is supposed to typify the armed services. 
This, therefore, requires that in the areas directly concerned 
with the operation of flight arrivals and departures, in this 
case, substantially the responsibility of the 'support 
services' department, that there has to be a strict deference 
to authority. The compliance which the system of operation 
therefore demands, has to be maintained and perpetuated by a 
series of ritualistic procedures, many of which are required 
by legal statutes, internationally agreed. In the face of 
these pressures, which court rulings have proved to be real 
and not imaginary, it is necessary to conduct procedures which 
are watertight. Overtly, therefore, the compliance is of a 
coercive nature and individuals in the airline take their 
responsibilities extremely seriously, knowing that the 
repercussions for failure are extremely severe.
The behaviours ensuing from this military type operation, 
tend to be directive and not infrequently to roly upon the 
shadow which the ultimate sanction causes to hang over this 
part of the industry. There is the not uncommon tendency 
for decisions and instruction to be told to subordinates and 
not discussed before being finalised. There is among
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managemont a strong orientation to direct, toll and expect 
conformity* The culture that is therefore engendered has 
placed an emphasis on the experience of and ability for 
conducting the ritualistic procedures.
These points are made in observation and not evaluation. 
Alternative methods may exist but it is not the place of 
this research to concern itself with their effectiveness. 
However, consequent upon such methods are various implications 
caused by the behaviours conducted in the ritualistic culture. 
There are, for example, internal contradictions caused 
between the operational part of the airline and some of the 
other departments which provide indirect support. The 
enquiries into Sales expressed these contradictions. Whilst 
the operational side had a responsibility to conform to 
regulations, the Sales department had a responsibility to 
its clients and it was apparent that commercial
considerations were seen to clash on occasion with operational 
considerations. Lying partly behind this problem were 
industrial relations difficulties which occurred regularly 
in the area of su%)port services. There was a continuous 
catalogue of short term, two or three hours usually, 
industrial action, A tightly scheduled operation, upon 
which depended a substantial income, meant certain labouring 
groups such Ets baggage handlers or catering loaders had a 
strategic importance and were not afraid to express this by 
illustrating their 'power' in the situation. This would 
be an oversimplified analysis of the cause of these problems, 
but is obviously a significant factor. It is no coincidence 
that no other area in the airport has anything verging on 
the industrial relations problems such as exist in the 
'support services' department.
The essential point in this department is that with a 
cultural orientation influencing the managerial style, and 
an operational system which is unique to the industry, the 
responses which individuals give to the situation are
relatively limited. Whether this is by choice or demand 
backed by sanction is unclear, but the behavioural framework
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is cloistered by an environment which, appears normative but 
has strong coercive overtones, Tlie result appeared to be an 
ambiguous degree of commitment and various problems for 
individuals trying to cope with the 'cloisters'*
Some of these problems were illustrated by the creation of 
the new controllers role in the support ser/icos department 
and the determination of their main areas of responsibility.
For the moment, it is intended to discuss the means of
communicating such responsibilities as these and the attitude 
directed towards such means in both 'support services' and
Sales, The behaviour responses and the elaboration of the
ambiguities referred to above will then be developed in the 
next subject area of 'the incumbent and his role'.
The director of operations had published the 'support 
services' department chart and had added to it the allocation 
of main responsibilities. This was however, a list of tasks 
and not a circumscription of authority or relationships with 
other functions. The 'support services' controllers were 
given a brief to familiarise themselves with the operation 
of the new department. This did not prove difficult because 
the appointments were all made internally, however, when the 
controllers took their operational positions in October 1972 
they were given terms of reference. The divisional manager 
issuing these terms of reference specifically avoided passing 
them directly to anyone other than company directors and 
senior executives, A memo accompanied the terms of reference 
of the controllers and this memo stated that: "It should
be noted that they (the terms of reference) explicitly require 
that priorities be allocated through normal departmental 
channels, However, whilst this instruction was quite 
explicit, its enactment was dependent upon other managers in 
the company who had been carefully screened from seeing the 
terms of reference. Whilst the divisional manager sought the 
recognition of the new controllers he was thus either not 
aware or unconcerned that other managers did not know what 
was expected of the new role?
See Appendix G-
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The means by which the understanding of structure was achieved 
was a variable function of what was passed through formal 
communication chanrols. The dependency which individuals 
had upon these formal communications differed considerably» 
Some individuals, notably in Sales, expressed satisfaction 
with these formal channels » Such was the view represented 
by the response of a Route Sales manager to the question:-
Interviewer: "Is there any means by which you have learnt
the (organisational) structure - how has it 
been conveyed to you?"
Manager: "Yes » Sales is very good about its internal
communicationo o t. o When we make internal 
changes, they notify addresses as quickly as 
possible, I think I could probably tighten 
up with some of the ways in which it is done, 
but as quickly as possible after any change, 
whether structural or affecting the position 
of people or tasks, I think everybody in the 
Company is informed. Normally in writing, and 
quite often in a very structured way by 
showing a table of the organisation so that 
we have a permanent view of what is happening,"
The organisation chart affecting each individual was 
generally available and, was the most common means of formal 
communication used to convey the hierarchical order.
However, its interpretation varies widely, and the 
explanation for such variations are complex. In the 
companies studied in this research it appeared that where 
little effort w^ as made to convey very much about role 
relationship and role definitions, that there was noticeable 
referral to the apparent security of the authority structure,
A nebulous array of roles and role relationships undoubtedly 
led to a state of uncertainty.
Manager in Sales: "»,,,the route structure was introduced in
May of two years ago, 1971, and that was 
the time you should have been here of 
course, because there was an awful lot of 
uncertainty and indecision as to what in 
fact the responsibilities were and the 
extent of them and so on,"
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Certainly the efforts made by organisation members to 
achieve some clarification where it did not exist were 
quite remarkable aid were referred to several times by 
different managers, especially in the Sales department.
The same manager as above continued:
"It has been a question of everybody 
feeling their own way, I think that took 
quite a long period; I think it took between 
six and nine months before everybody knew 
where they really were,.,,"
let another manager commented:
"When the reorganisation occurred there 
was chaos?"
and then went on to comment on how order had emerged out of 
chaosi
The General Manager of Sales department was himself conscious 
of an historical perspective and of ambiguity and confusion 
at the beginning of the process:
"I think obviously about two years ago 
when the two Companies merged there was 
a great issue of these Organisation Charts 
so that everybody was aware of the 
organisation of the Company,"
The implication here is that when formality in the 
traditional sense, is seen to be inadequate to provide basic 
requirements upon which actors may base their behaviour, 
then there is an attempt either to build that formal 
structure by processual means or to exert pressures which 
demand such a structure. Whichever way it is done, and for 
whatever reason, it seems that eventually, almost without 
exception, organisational members feel that they have a clear 
understanding of what their owm role entails and the nature 
of the organisational structure. This is illustrated by 
the vagueness with which actors talk about the development
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of tîiis knowledge and understanding, but conversely the 
confidence with which the some actors are able \,o talk of 
thoir current role. This behaviour, of course conforms with 
the theory of role dissonance and consonance (Festinger) 
in which ambiguity in roles is an intolerable situation- 
which individuals try and resolve» In the above examples, 
however, the point is relating not merely to a single role 
but to an organisational structure in a multi-role situation. 
In this context it is insufficient to talk of an individual's 
role ambiguity because the behaviour and changes expressed 
by individuals seem bo be consequent upon a structural 
ambiguity* An implicit social process could be identified 
by the actors themselves as the means by which clarification 
was achieved.
Whilst a process occurred, the nature of this process varied 
considerably and the eventual situation which had boon derived 
when the issue was discussed for this research showed that 
each individual had been concerned with a balance between 
discretion and freedom or prescription and limitation*
Route Sales Manager: "Within a clearly defined sort of
organisation one must know where to go, 
if one has to * It is very difficult if 
you are operating on a completely free 
and easy basis because you have to 
have the assurance that certain jobs 
are being done whatever happens come . 
what may. So this is very important, 
but it has limits obviously*"
Another Route Sales Manager was also enthusiastic about 
this freedoms
"oooooonce you tie people into formal- 
ising tasks and start applying manual 
routines to a group of people, outward 
facing people like Salesmen, you freeze 
them in their activities. So everybody 
is left with a great amount of 
informality and freedom to overlap on 
other people's functions; so there is 
very good communication; internally, it
1 o4
The general availability of the Sales organisation chart 
then,had little to do with such interpretations and the 
interpretation of the chart itself was seen to vary as a 
consequence of perceptual frameworks as well as structural 
impact o
Despite this, the individual perceptions of what the 
organisation hierarchy should be in theory, was convoyed 
mechanically in the chart form, and became confused only in 
the case of some positions which had confusing role titles. 
These titles were designed merely to impress customers Eind 
had nothing to do with internal status, A title such as 
Senior Sales Control Executive referred to a role which was 
providing a support service to other managers and which in 
terms of the hierarchy had low status. It was also evident 
that one or two roles of the Sales organisation chart 
existed to provide positions for certain managers which 
might almost be described as sinecures and which will be 
discussed shortly.
In the 'support services' department there were some 
interesting features with regard to perceptions of the 
hierarchy. Noticeably, the controllers with official senior 
status by nature of their four stripes, hadi identified them­
selves as having lower managerial status then was generally 
ascribed to them by other managers in the department. It 
appeared that because tliese roles had no departmental 
authority, the incumbents were underrating their managerial 
status. However, the term 'manager' carries connotations 
of 'responsibility over others' and may in itself be a 
misleading term. This problem of 'meaning' did not deter 
two or the three supervisors, who were interviewed, as 
identifying themselves with managerial status, whilst none 
of their superiors gave the supervisors this managerial 
status. Finally there was an interesting difference in the 
identified status of the 'support services' duty officers. 
Response to managerial status here appeared closely related 
to the length of experience in the role, Longer serving 
duty officers (it was a role that had continued from the 
old department) gave themselves relatively higher status than 
the newer role incumbents, one of whom gave himself lower 
status than the supervisors had given to themselves.
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Both Company 'F ' and Company 'T ' had organisation charts 
typical of those held by many complex, modern, organisation,^^ 
Those represented here would also appear to typify the 
common generc.lity of such charts with regard to spans of 
control, authority relations, decision-making powers and 
other characteristic features of management structures. The 
purpose of such charts would appear to be essentially to 
give a guiding image rather than a definitive approach to 
the tasks confronting incumbents of roles. In this sense 
the charts shown in this research have not in themselves 
revealed anything particularly novel. Nevertheless, we 
have established that in varying degrees, organisations 
express their 'formality* in explicit forms and that the 
extant organisation is an important feature transcending 
the incumbents of an organisation at any one moment.
Incumbents may join and leave organisations but leave intact 
the extant organisations. That incumbents have not changed 
the extant organisation, however, does not also moan that 
the social structure has remained unchanged. The extant 
organisation in itself may be indicative of very little 
except a broad expectation of an hierarchical order. The 
significance is more likely to be in the sense in which the 
extant organisation is a reflection of the hierarchical 
order and the operational functioning as perceived by role 
incumbents in relation to their own and other people's roles 
and their personal experiences of the organisational 
structure. It is in this sense, in terms of the meaning 
and perceptions of actions that organisational structure 
may engender, that w^ e pow^  seek, to develop the understanding 
of organisational behaviour.
The Incumbent and his Role
The roles of Company 'F ' were defined in ways consistent 
with a relatively simple operation where control from the 
executive was effectively centralised. This did not moan 
however, that a manager would have cleai- lines of 
discretion of authority which would be explicit. Even in
10, See 'Company Organisation Structure' by I, Johannsen, B.IcM, 1970
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a relatively 'mechanistic* type of organisation such as this, 
the general consensus about hew individuals became familiar 
with the role, and its 'working* characteristics was by 
'on the job learning,,' Typical comments from managers in 
Company *F* such as 'learning the hard way' and 'things 
just happened' were in fact, replicated in Company 'T ' 
which projected a much more fluid image of a management 
structure. In this respect, it was evident that whether the 
extant organisation was relatively explicit or whether it 
was vague, the incumbents still had to undergo a 'learning 
period* which informed them of the necessary functioning 
aspects of their role*
In Company 'F ' the management structure and the explicit
formal relationship formed the basis of an 'organisational 
1 1order*' That is to say, that the structure and the roles 
had been firmly established by their working effectiveness* 
The methods and the relationships had moved throughaprocess 
whereby they were now accepted by the incumbents in the 
situation* The explicit relationships were, according to 
conveyed perceptions and observations, those which were 
accepted and employed by the managers in the organisation.
The managers in Company 'F ' were committed too, and 
identified strongly with, the organisation* Overt criticism 
was minimal, although this was no indication of whether 
criticism w^ as felt by respondents. The significance of such 
an organisation appeared, therefore, to rest on how such a 
situation was achieved and how it was maintained*
The nature of the commitment was expressed by the two key 
managers subordinate to the Works director* The Stock 
controller, who started as an operative and worked up to 
the position of Stock controller, saw a relationship between 
the achievement of his own goals and those of the 
organisation s
"I see the financial achievement of the 
company directly related to my own financial 
success o"
The identification of potential by the Works director 
and his subsequent recognition by a series of rapid
11* Note; The concept of an 'organisational order' has considerably complexity and is further developed in a later, part of this section*
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promotions was obviously a major determinant influencing 
this role incumbent and his close identification of 
organisation with individual goals. Accompanying the Stock 
controller at this organisation level was a recently 
recruited Production manager. Tlie new incumbent had had 
experience of larger organisations and of much political 
cut and thrust within other management structures and was 
satisfied that his new position would not create similar 
problems, Tlie Production manager expressed this satisfaction 
when we remarked that he worked in the company "because 
people here don't think - 'is he poaching on my territory?'" 
The Production manager heid also perceived that ho had "a 
much freer hand that my (his) predecessor" and ascribed this 
to a greater confidence of the korks Director in the new 
incumbent of the production role.
The third manager on the same level in the organisation 
chart, but with less organisational status, w-as the personnel 
manager. The female incumbent of this role had also 
achieved internal recognition and promotion, from an initial 
position as part-time wages clerk. The managers at tliis 
organisational level, therefore, were all relatively new 
role incumbents and thus collectively, wore at the most 
vulnerable stage at wliich they w^ould experience an 
assertion of control and imposition of normative expectations 
over their own positions.
The nature of such control and clarification of expectations 
clearly cmeinated from the apparently omnipotent, if 
benevolently minded, Works director. The Works director 
had himself been appointed some five years earlier tc the 
position of Works manager. The previous incumbent of this 
postion had been with the founding directors since the 
company began and was made a company director. However, 
a rift caused partly by a consultant's report, resulted in 
the original Worl-cs director leaving, and the new role 
reverted to a Works manager. At the same time the founding 
directors withdrew much of the, autonomy and decision-making 
powers from the now role. Gradually, however, the new 
Works manager gained the confidence of the directors, and 
was increasingly granted authority to make his own decisions.
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This process was enhanced by the Works director himself 
making decisions and then merely seeking approval from the 
directors» This was reciprocally understood and acknowledged 
by the owning Directors, leading eventually to the Works 
manager being made a director» Thus the Works director 
himself went through a process of extending his authority 
and enlarging his control over the works* The directors 
knew of this and allowed it to occur to the degree that 
they now say that the Iforks director only comes to them 
"for security and satisfaction of mind *" However, the 
directors were quite clear that if there was a change in 
personnel the role would a;ain have less authority and 
control would be re-centralised* Thus the 'extant' authority 
was relatively limited and the development of the role 
was dependent upon the incumbent and the relationship 
perceived by the incumbent of the Works manager's (now 
Works director) role and the Founding directors*
The Works director, with developed authority, restructured 
the factory organisation to enable a more 'effective' 
operation and also, whether intentionally or not, to secure 
greater control over the role incumbents. By this method 
the Works director was able to make clear to now role 
incumbents what were the normative expectations - for 
example, the expected authority relationships with himself. 
Through this approach, whatever was not made explicit in 
the extant organisation could be conveyed via the normative 
structure which had been established both by custom and 
practice and now by the 'design' of the l/orks director.
This process was achieved more rapidly in this organisation 
than might be anticipated elsewhere, because the 'omnipotent' 
head of the concern had no rival interests or power groups 
and more particularly because all of his immediate 
subordinates, the key organisational roles, were new 
incumbents* This allowed for flexibility to adapt the 
roles to suit the restructuring, achieve some reasonable fit 
between the incumbents and the roles, and establish the 
relationships the Works director sought.
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Interest 1 ngly however, some activities were revealed which 
did not altogether suggest consistency with this 'pattern»* 
One particular example concerned the Stock controller wlio, 
as has been established, had responsibility for despatch 
of products, A direct relationship, not explicit in the 
organisational chart, was in existence between the Sales 
director (one of the founding directors based near London) 
and the Stock controller, T'lis was created to achieve a 
rapid processing of orders. Occasionally however, this 
meant that the Sales director requested a batch, sometimes 
even just a small batch, of a particular article - for 
example a certain type and colour of chair. If the Stock 
controller did not have any of this type and colour in 
stock he would ask the appropriate line foreman to put them 
through the production line, In theory this contravened the 
regular method of production control which was agreed by 
the Works director, the Production manager and the Stock 
controller. An agreed production schedule would be 
temporarily withdrawn in order that a special order might 
be processed on the direct request of the Stock controller, 
Bbth the Works director and the Production manager were aware 
of this procedure - a procedure which would conventionally 
have been referred to as an 'informal* method of operation. 
However, the process by which this method had been achieved 
was one which had the status support of the Sales director, 
who had made the request, and the implicit acceptance of 
the factory management * V/hilst regretting the fact that 
the company was 'sales orientated* the Works director 
tactitly supported such an orientation by allowing this type 
of break in procedure to occur.
Essentially this method was a part of the 'normative 
structure* of the organisation in that it was a commonly 
expected method of operating and when it occurred it was 
acceptable to the members of the Stock controller 'role- 
set»* The behaviour referred to here was, therefore, 
unprescribed, but formal in the sense that it was a part 
of the organisation normative structure. It was behaviour 
that had consensus acceptance, even if the acceptance did 
not also imply approval. Various otlier activities were of
1 10.
such a nature, and also received a consensus acceptance * 
Examples such as the production manager himself relating 
directly to the stockroom foreman to obtain stores and the 
procedure of the service manager liaising directly with the 
managing director over customer complaints wore evidence 
of by-passing procedure and of a normative flexibility 
which permitted behaviour conducive to achieving commonly 
recognised goals*
The nature of such normative, consensus behaviour was
significant in this company only in relatively minor
deviations from the -explicit functioning requirement*
However, it was indicative of a process in which normality
achieved through consensus expectations, was permeating the
structure and the relationships existing in the
organisation* Role incumbents were variously finding ways
of achieving certain goals which took them outside of
explicit, formal activities and procedures. The
aforementioned examples referred to such activities that
had become normalised and which, therefore, this research
contends are elements of the formal structure* However,
other activities were apparent which illustrated the process
in its earlier stages, where consensus was not so apparent*
One such instance was the relationship between the
production manager and the maintenance engineer* The
production manager suggested that he had 'assumed authority'
over the maintenance engineer and the small maintenance
department area though this was clearly not the production
manager's responsibility* This had occurred because,
inevitably, the maintenance engineer was spending much time
repairing machinery and working in the production areas*
The production manager was aware that this was not his
responsibility but had strong designs ta have the
maintenance department 'officially under his w^ing' and
therefore he was beginning the normalising process by
1 2assuming unofficial responsibility* ~ Another example was
12* See M,Ke Chandler; Management's Rights and UnionInterests* New York McGraw Hill, 1964?- discusses company maintenance services and the complex struggle associated with them*
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illustrated by the stock controller wlio achieved an 
increase in establishment by employing a ’ temporrry^for a 
period of time and then having established the necessity 
for extra labour was able to have the establishment figure 
increased* Such practices are not unique but are a:parent 
in most organisations in different guises and to varying 
degrees. They do, however, illustrate an ongoing process, 
which may bo a move toward a normative acceptance and even 
an explicit prescription, or which may be rejected by 
various members of the role-set and thus remain indefinitely 
as dissensus behaviour because of an 'organisational' 
denial of its value*.
Before developing this argument still further■in Company 'T ' 
it is worthwhile raising one other important aspect* i^art 
of the acceptance-rejection process is achieved through an 
'understanding,' an almost 'mystical' means of knowing when 
to intervene and when not; when to make a decision and when 
to ask for higher approval before making the decision; 
when to chan>;o the production programme, or when to seek 
agreement before altering the flow-line. Thus the Uorks 
director remarked with regard to the recruitment that there 
was an "implied level of personnel" and that the establishment 
figure was understood* The Production manager said, "it's 
just with working with people you know - at this stage I 
must discuss this with someone and action is then taken*
At other times J will take action without upsetting the 
organisational flow - because in fact instructions are not 
coming down the line in the way they should * *,* you build 
up a working arrangement * * * * it's a matter of instinct*"
A further illustration with the Works director was thcit he 
knew when to break procedure or 'formal methods' because of 
the 'impact' something was having on the concern*
It is evident that the phraseology used by these respondents 
was sufficient for them to explain i^ diy they could or could 
not determine certain activities* The significance of the 
issue of whether they could or could not make decisions was 
generally unimportant - it was an acceptable part of 
organisational activity sufficiently bound-up in the
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normative behaviour of the managers to be of little conscious 
concern. However, whilst the organisation undoubtedly had 
an 'order', a partially implicit and a partially explicit 
acceptance of normative control, the authority and decision 
making relationships were.still of a relatively fluid and 
unspecified nature* The apparent - 'implicit,' 'understanding,' 
'knowing* , explanations of individuals were in part denyi.ng 
an important process which each manager was involved with 
from thoir inception in their respective roles. The nature 
of such a process is very problematic but is undoubtedly 
essential in an appreciation of organisational behaviour *
It is apparent that there could be much wider variation and 
impact upon the organisation fis a consequence of such 
'processes* thcui was seen in Company 'T'* In this situation 
would the structure vary again as a consequence of a 
change in the incumbent of the Works director role? It is 
possible that two alternative consequences could be effected.
The first is that the extant organisation would-be changed 
and that roles, role relationships and authority would be 
altered quite explicitly. The second alternative might be 
that the extant organisation remains unaltered but would be 
operated and interpreted in a different form by the 
subsequent new^ incumbent. This is equally true of each of 
the roles within an organisation although roles low^er in 
the hierarchy have less explicit authority and might, 
therefore, tend to enact more of the second alternative.
Thus there is likely to be a variation in the scope of 
those alternative forms of action according to different 
levels ill the hierarchy.
The suggestion being made here is that there is identifiable 
for every incumbent in a role, an ongoing process in wliich 
the individual relates to the role and the situation and 
develops a relatively unique set of relationships and 
understandings. This process will be referred to as the 
'incumbency development process' and briefly defined for 
the moment, signifies a social activity by which the 
individual incumbent of a role determines 'and has determined 
for him, the parameters, limitations and nature of the
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function which he occupies * The normality of such a 
process is determined by the degree of consensus provided 
by the role - set in terms of acceptability and 
expectations* (it is very apparent therefore, that social 
action and phenomenological concepts are particularly 
relevant to such a process in which meaning and perception 
are central determinants*) At this stage in the research 
however, the formative concept of the 'incumbency development 
process' has largely emanated from the activities in 
Company 'F ' and particularly of the omnipotent head of the 
concern and his immediate subordinates* It is now our 
intention to examine the nature of such a process and 
related features of organisational behaviour with regard 
to the major-field study conducted in Company *T'* 
Accordingly, the implications, meaning and possible value 
of such a concept will be discussed following the
appraisal of the research findings, in Company 'T'*
Succeeding the initiation of the idea from the pilot study, 
it was particularly intended to employ methods designed 
to elicit more knowledge about such 'processes' in the 
major study and, therefore, interviewing techniques were 
tailored to seek such information*
As has already boon suggested, the incumbent - role 
relationship was interestingly different in Crmpany 'T'*
The greater margin of non-prescribed behaviour was such as 
to create considerable variati ns between activities ovejc 
particular rules and to allow for a dominating, pervasive, 
normative structure which has evidently developed over an
extensive period of time* In Company 'T', therefore, the
individual characteristics and personal backgrounds were 
of more significance, particularly with regard to the 
maintenance and continuity of the normative structure, 
than in Company 'F'* However, the development of the 
normative structure could not bo ascribed to the effect of 
personalities alone* Indeed the essence of the hypotheses 
and the discussion in preceding sections is that the
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d e v e l o p m e n t  of s u c h  a s t r u c t u r e  is p r o c e s s u a l  and that 
T h e r e f o r e  'causal' f a c t o r s  can o n l y  bo f u l l y  a s s e s s e d  b y  
c o n t e x t u a l  s t u d y  o v e r  a p e r i o d  of time (thus e n c o m p a s s i n g  
d i f f e r e n t  i n d i v i d u a l s ) .  It is t h e r e f o r e  a p p r o p r i a t e  to 
d e v e l o p  a l i t t l e  f u r t h e r  s ome of the s t r u c t u r a l  o r g a n i s a t i o n a l  
f e a t u r e s  in w h i c h  the s o c i a l  a c t i o n  o c c u r r e d ,  in o r d e r  
that a q u a l i t a t i v e  a s s e s s m e n t  of v a r i o u s  f a c t o r s  can bo 
a t t e m p t e d  *
The company history of powerful competition and survival by 
entrepreneurial skill was of some significance* The so- 
called 'merger* (of 1969/70) was in reality the take-over 
of a larger airline by a smaller Euid yet more profitable 
concern* The major difference between the companies however, 
was that the larger concern had been chartor-flight 
orientated, whilst the smaller now dominant firm was 
scheduled flight orientated* This difference had important 
implications for the Sales department which was a fo,cus on 
this study* The expertise, knowledge and selling activity 
of the scheduled flights was markedly different from the 
charter selling activity* For a while, the newly 'merged* 
company operated in these functionally separate activities 
which endured the existing pattern of specialist ability in 
specific areas* However, some eighteen months prior to the 
study the Sales department was reorganised cn geographical 
rather than functional lines* A structural réorganisât! n 
however, patently does not alter the expertise and 
experience whi ch individuals have developed and it was 
apparent even when the research enquiries were made that 
individuals were still conscious of the pro-merger 
orientations and many managers still professed a specific 
functional expertise* Tnis background to the relationships 
which existed between many managers and their roles was 
most important*
The historical development of the department could be 
illustrated in many ways * In general terms the tenure of 
incumbents was undoubtedly significant* Of twenty Sales 
managers who were interviewed, twelve had been in the 
company ten years or more * Indeed, of all the 33 managers
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Interviewed, there was a total of 351 man-years served.
The significance of these service records was continually 
indicated by an intimate knowledge about many aspects of 
the organisation and its history and by numerous expressions 
of normative commitment * Purtliei’ because many of these 
managers had boon with the company for many years it meant a 
knowledge of and even relationships with senior directors 
whose status and importance had increased immeasurably A/ith 
the growrth of the concern* Tn certain instances, the old 
ties wei'o hold to be sufficiently important to deny formal 
organisational relationships * The manager of administration 
and mail for example, solf-confeesedly the oldest serving 
member of the ox’ganisation, was quite clear that if he had 
a decision-making on:' ciny otliei' pnrobleni he would not go to 
his line director or iiis general manager but to a personal 
friend - the director of a difitèrent department. The reason 
for this was quite simply that his department, Sales, was he 
felt; dominated by ‘charter people* whilst the director lie 
dealt with was from liis old ex-schedule flight-operat■ons 
company. Such relationships w^ enre not extensive througliout 
the department, but did linger in subtle forms despite the 
General Sales manager professing tliey were no longer important*
T r a d i t i o n a l  l o y a l t i e s  are e v i d e n t l y  a c o n t r i b u t o r y  f a c t o r  
i n f l u e n c i n g  the n a t u r e  of r e l a t i o n s h i p s  a n d  the d e v e l o p m e n t  
of the n o r m a t i v e  s t r u c t u r e .  In the p r e v i o u s  exa m p l e ,  as 
i n  o thers, the r e a c t i o n  to s u c h  * i n f o r m a l  * b e h a v i o u r  was 
e x c u s e d  on the b a s i s  of its * eus ternary p r a c t i c e * ,  d e s p i t e  
the fac t  that p r o c e d u r e s  w e r e  b e i n g  abu s e d ,  lîoAvovor, there 
w e r e  m e a n s  b y  Avhich s u c h  i n d i v i d u a l s ,  and i n d e e d  such 
i n f o r m a l i t y ,  m i g h t  be d e a l t ,  Th:is p a r t i c u l a r  s e n i o r  Manar.er 
h a d  Thad r e s p o n s i b i l i t y  f o r  a d m i n i s t r a t i o n  a n d  mai.l, but 
h a d  r e c e n t l y  lost the b u l k  of the a d m i n i s t r a t i o n  f u n c t i o n .
This function was formally decentralised and the deputy 
assisting in the operation of this work ivas transferred to 
another position. It would be a mistake to read any 
specifically intended behaviour into such a reorganisation 
other than it was seen as a more effective method of 
operation. However, a role and a role incumbent which
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fitted awkwEirdly into the departmental structure were 
conveniently the focus of a reorganisation which saw a 
diminution in the role at the 'expense* of the incumbent.
This process was an important feature, therefore, in the
relationship between an individual and the role he was
occupying* It suggests the sanctions which might be
enforced, albeit of an implicit nature, to secure tho
commitment of an individual to the normative, organisational
order, or to prevent that 'order' from being undermined.
Such an hypothesis needs relating to other examples however
to establish to what degree the action if as intentional and
how it was received by the incumbents « We need to examine
the constraints and barriers which individuals are
confronted with in their roles which can restrict the areas
of influence and control* Inevitably, however, this is a
complex problem. How widely known such constraining
behaviour may be, is something which is often maintained in
silence. As Dalton has said, "the internal power struggles1 3ce, are largely denied and must be cloaked," The problems 
of intentionality in this sense become nullifod because 
respondents are not prepared to declare their action.
Again, and this will bo discussed in greater dei^th a little 
later, this raises some significant issues of action theory 
with regard to the meaningfulness and the rationality1 4applied to behavioural acts.
Returning to the major case study, the phenomenon of long 
and stable service from many managers was matched by other 
interesting if not statistically significant features.
These relate to the background of some two thirds of all 
managers being either witliin the company or the industry 
in the previous ten years. Further, educational achievement
13e Mo Daltons Op, Cit. P,227l4o Notes This is a problem with which this research mustbe concerned because of its centrality to the subjective methods and the theoretical approach of this study.With regard to this immediate issue see A, Schütz;The Phenomenology of the■Social World. North Western U.P, Chicago 1969 PP,213-25,
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not being a requisite for any positions analysed in tho 
research, the knowledge and expertise learned and gained 
within the role acquires increased importance for the 
individual because such learning and experience may have 
restricted applicability external to the role. These 
factors are inter-linked and provide-*-insight into tliis 
situation rather than gonoralisable variables. They serve 
to illustrate however, how an integration of factors can 
affect the development and relationship existing between 
individuals and the roles they occupy.
Should an Individual's relationship with a company or a 
department continue for an extensive period of time, it is 
obvious that this will have an impact on that individual's 
understanding and perception of the nature and form of 
roles within that organisation and especially with regard 
to the closest role-set. Not only will there be various 
experiences which will have assisted the process of 
elaboration, but the individual may have a fooling of 
'possession' regarding these experiences,and the way in 
which the experiences related to and affected him, Examples 
of such experiences will shortly be developed and shown 
to be variable both in their essential nature, but more 
particularly in the manner of impact ujDon the individual. 
What is obvious is that the experiential potc:'tial of a 
longer serving member of the organisation may load that 
individual into a superior status position and thus to a 
point of greater influence. It follows that longer serving 
individuals will develop informal practices and have a 
knowledge of inexplicit expectations which newer recruits 
to the situation will not have acquired. These practices 
and the meaning behind them will be of a varied nature and 
will be influenced by numerous factors. The way in which 
they impact on tho newer entrant will also vary, although 
the application of the new entrant to interpersonal 
relationships appears to be particularly significant, Wliat 
is evident from these remai'ks is a 'differential incumbency 
development* consequent upon what apparently is the key 
factor of length of service in an organisation.
Before expanding these hypotheses with illustrative examples 
in the case study there are two other related features which
influenced the development of patterns of normative
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activity, some organisationally maintained (i.e. rather 
than only in a small role set or group of role s o t s ). Those 
are firstly, the identification of individual goals and 
secondly the socialising which individuals are conducting 
within and outside of formal working hours. Of the 
managox’s interviewed, twenty-one identified a promotional 
orientation as an individual goal. The significance of this 
is essentially as an expression of the need for self 
achievement and for many this was evidently a status 
orientation and was as much associated with their current 
status position as with movement to a higher position.
This had important implications for the incumbency 
development processes.
The second feature related closely to that of length of 
service, because the managers who admitted to spending a 
considerable time in and out of work socialising with 
colleagues ivero largely those with the longest service.
This tends to reinforce the suggestion that longer service 
not only gives individuals a more extensive appreciation of 
the normative structures in the organisation, but also 
greater opportunity to influence behaviour and establish 
non-formalised behaviour within a formal framework. Whilst 
many managers suggested that the organisational operation 
was dependent upon extensive personal relationships, for 
some managers, considerable effort was made to enhance the 
nature of these relationships, botli within and outside of 
the work context. The establishment of the significance of 
such 'social* activity and the spill-over effect into the 
organisational operation is a further research project in 
itself. In Company 'T ' several managers suggested they 
spent time with colleagues in various gatherings; often 
marketing or sales occasions for the Sales managers; some 
in the company club and others in company sports teams.
Three managers belonged to an elite London Club for 
international airline personnel. Other activity was less 
openly admitted to, such as the socialising cf Sales 
managers in the evening either in the office or local pubs 
and hotels. As Dalton discovered, social ties are an 
important means of strengthening the integration and
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boundaries of cliques as well as for furIhering" Indiividuaj.1 5careers in the promotional hierarchy& ' Dalton found that 
this rate of interaction and ifocial activity was very mucli 
related to the functional dependency, "Having to depend on 
some more than others their * interaction rate’ is 
consequently much greater with some than with others,
Hence despite formal equality, prescribed relations and 
assumed objectivity, they draw closer emotionally to some
1 7and share community as well as job experiences with thenic " 
The same affinity was discovered with ’old timers’ who came 
together because they had ’been through things together,’
Variations in the nature of this social activity in Company 
’T ’ illustrated how individuals could react differently to 
the same circumstance. The Sales manager for example, said 
he had only rarely gone to the Company social club his 
home was some distance away and this apparently prevented 
his attendance. For others the social club was a regular 
meeting place. Some managers in Sales regretted that there 
wore so many functions and social occasions, v/hilst others 
regretted that the invitations were not more liberally 
distributed. It did appear that social integration in the 
Sales department was often a function of levels In the 
hierarchy, again supporting Dalton’s assessment of cliques 
(in this case horizontal cliques). This was interesting
1^ , Mo Daltoni Op, Cit, P ,184 (referring to the impact of membership of managers to a local yacJit club) , l6o Note; This idea of variable rates of interactionaffecting the learning of different types of behaviour shows an interesting similarity to Sutherland’s concept as used in criminology, Sutherland developed an explanation for criminal behaviour by the concept of ’differential association,’ This depended on inter­action with other criminals conveying their experiences and behaviours to susceptible, potential criminals. Without making the analogy along the linos of deviation it must be apparent tJiat much managerial behaviour is also learnt by the process of ’differential association,’ The value of this iaea is in its means of partially explaining why some individuals adopt certain behavioural activities and others do not,17, Mo Dalton; Op, Cit. P.55
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because in the same department, autViority relations and 
tantamount status were apparently not vary rigidly defined 
and did not delineate the levels of management* however, 
in the Support Service department where authority and status 
were more overt, even to the point of braided uniforms, there 
existed a more relaxed social integration, vertically cind 
horizontally throughout the department* Different working 
environments, varied perceptions of status and relatirnships 
and perhaps a different departmental identification may 
have contributed to these mixed patterns of social 
relationships. It was not possible to say however, how 
such relationships directly influenced operational activities 
although in various forms it was obvious that an effect did 
exist S
These then were someof the influential factors affecting 
the development of the incumbent in his role, and the 
assessment of these factors was conducted alongside the 
enquiries about activities in specific roles. It follo\s's 
that in these examples the meaningfulness of such 
circumstances becomes a redlity for the incumbents. In 
this section about the incumbent and his role, there have 
emerged factors of varying significance in the process of 
role learning and organisational behaviour. It is these 
factors, such as the tenure of employment in ihe company 
the development of normative expectations, restructuring of 
the extant organisation, identification of goals and pattern 
of socialising which are of significance as contextual 
factors influencing the process now labelled the incumbency 
development process. These factors cannot be isolated or 
held as constant, nor can t]iey or should they be quantified 
to illustrate a positive multi-variate relationship. They 
are variables which only have importance for incumbents and 
the roles to which they relate. The meaningfulness of the 
circumstances which these factors create will be illustrated 
by the examples which emerged from the case s budy and which 
will now be developed. The immediate intention however, 
is to continue to expand upon the contextual significance 
of the factors affecting the ongoing role processes which 
are of such importance in the understanding of organisational 
behaviour6
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Some S i t national Fa c t o rs inf3uoncing Role Processes
In the Sales departmen1, there were various instances which 
illustrated how individuals responded to situations and 
subsequently to a redefinition of their role. The 
depaz'tment was, as we know, geographically divided into 
regions of the globe - routes as they were known and 
within each route there was a mix of the different functional 
responsibilities. Thus each managers with titles such as 
Passenger Sales Manager and Cargo Sales Manager and ChEirter 
Sales Manager® As has already been comniented, these 
functional managers sometimes possessed an expertise which 
their superiors might not have had and therefore Route }
Sales Managers in particular tended to delegate extensd.ve 
responsibility to their subordinate, func ticnaJ. managers. 
However, this functionally based operation depended upon 
arrangements and procedures working iji the department to 
achieve effective co-ordination. Where these were perceived 
as inadequate individual managers supplemented the ’procedures 
with other methods. Thus for example, the Route Sales 
Managers reacted in various ways to the dilemma of their 
own role* They had responsibility for several functions 
in their route, but may have had poor Icnowledgc of, for 
example, cargo or charter activities® They were therefore 
faced with the problem of delegating full responsibility 
for this to the appropriate subordinate manager or try and 
keep some control over the activity themselves* Ttie Route 
Sales Managers also had perceptual and experiential 
differences regarding the authority vested in thoir roles.
One such manager suggested that because ’up to 20^’ of 
business which he might have realised had been lost because 
of slow decision making, ho now made more decisions himself.
He did this extensively, only reporting upwards for a 
decision on certain occasions, these occasions being 
determined for him by a ’gut feeling.’
Various reasons were ascribed to this situation - a 
situation which occurred with other Route Sales Managers.
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Several managers were responding to an unspecified decision­
making hierarchy, which frequently created proolems* Their 
response was to take decisions themselves;
Manager; "It’s often difficult to get hold of somebody who 
theoretically has authority to make decisions®
If that decision has to be made it needs to be 
made immediately and I find that personal 
relationships will assist in making the decision 
« I may go to a colleague and we will make the 
appropriate decision ourselves."
The same manager felt that despite an ’informal’ decision­
making process this ’procedure* - "works well enough.,*, 
relationships here are very good and enable us to do these 
things."
The route sales manager for the South Antiantic linos had 
a particular decision-making orientation, partly determi; ed 
by a gzlit of authority. His counterpart route sales 
manager was in Buenos Aires.
Manager; we complicate things by having reversed
procedure. The route sales manager in Buenos 
Aires finds it very difficult obviously to 
report on any continuous or regular basis to
our boss. So I do that, on behalf of the Route;
if we have a routes meeting here, Gerry (from 
Buenos Aires) doesn’t necessarily come up to it.
I just hold the meeting and report upwards, and 
in fact I behave like a Route sales manager 
although I am not he."
Interviewer; "And this is largely because of the geographical 
splits?"
Manager: "I think so. It would bo ludicrous to keep
calling him up here to appear at meetings whi ch 
really do not need his presence, because at the 
end of the day I suppose the authority emanates 
from Head Office. So really a decision might . 
be made without him in any case, but he is 
consulted, obviously regularly on what happens, 
as it affects him,"
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other suggestions were made as to the determination of 
impact on decision making; suggestions which held loss 
tangible explanation than an excusable geographical split®
I n t e r v i e w e r :  "W h a t  sort of i s s u e s  do y o u  go to h i m
( m a n a g e r ’s boss) on ; w h a t  sort of m a t t e r s ? "
Manager: "Well, fairly important things I guess, basic 
things, which I think would require his 
attention because they might affect other 
company activities or they might require 
company funding to a degree.that I might not 
bo able to authorise® Basically I know the 
things I think 1 ought to consult him on. I 
couldn’t describe to you* I know basically 
what is within the limits of my authority, 
and so I go to him for anything outside of 
that 0"
Interviewer; "And you say for example, company fuhding can 
be one of the things outside of your limit.
Is there a certain point at which you have 
to go to him to get his agreement?"
Manager ; "No, nothing formal."
Interviewers "How do you know then, when you should go 
to him?"
Manager: "It is not a question of getting a figure and 
saying, look if it is over £4,000 I must go 
to him or something of this nature, it is 
really saying; well this promotion might get 
deeper and deeper and I migh j need greater 
and greater finance, and more and more 
resources, which may have to be provided by 
somebody else in the company* Therefore this 
way he becomes involved because the company 
as a whole, rather than a Route, becomes 
involved, so I go to him for anything that 
I would personally feel to be outside of my 
scope."
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Interviewer
Manager :
Interviewer ;
Manager î
"But what exactly is this sort of feeling, how 
do you get to this personal feeling?"
"I suppose it's a question of past experience, 
it is a question of knowing the people you 
are working with, I know how Gordon,, 
feels about a variety of things, various 
programmes, various types of traffic, various 
markets; I can think for him because 1 have seen 
him make decisions in the past, because we 
have been working closely with each other for 
a long time *"
"So in a certain area if you know what his 
decision will bo you will make it?"
"Yes o The idea is to go ahead and make as 
many as possible without keep referring them 
because that can bog things downi, and it’s the 
old gtory if things go well you get a pat on 
the back, and if they don’t well every now and 
again you get a kick anywayJ"
A further Route Sales Manager was very dissatisfied with his 
own role, and again, illustrated by his experience the nature 
of the processual relationship between the individual and 
his role. The problem this manager faced related to the 
fact that he had ideas and strongly held views regarding 
departmental organisation of marketing, and to satisfy these 
views he attempted to maintain some self initiated marketing 
activities.
One such activity was the relationship witli travel agents and 
the maintenance* within the do%)ar Lment, of an ’agency’ 
function possessing appropriate information, (Several other 
managers in Sales had no knowledge that this agency activity 
even existed and complained about its. ’absence,’) The same 
Route Sales Manager also complained of the decision-making 
hierarchy which he said resulted in "decisions being avoided," 
Authority relationships, it seems, had always been implicit. 
His job had been verbally conveyed to him for ten minutes 
when he was first appointed and since then he had "carried
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on some things because othei'wisc they wouldn’t bo done."
This manager had also submitted various reports, wi th 
suggestions, to the General Sales Manager, for examp]e, on 
an agency fares department and on mEinagernent training and 
had received no response® He was aware that he was a ’dead 
duck’ and ’redundant’ because to save duplication his role 
could be taken over by other route Sales managers. This lack 
of response to his attempt to influence and alter organisational 
operation led eventually to his resignation. Again this is 
a strong reinforcement of the implicit power lying behind an 
organisational normative order. If an individual attempts 
to restructure in wnzys not deemed of value, not only by the 
immediate role set whore consensus might be power, but also 
in the higher echelons, then the individual can be rebutted 
simply by ignoring his efforts.
The subordinate managers in the routes were expected to 
resolve the relationship dilemmas wm.thin the department in 
so far as they affected their roles. Moving down through 
the hierarchy therefore, the impression of an increasingly 
parochial view was apparent. Each unit of activity was only 
concerned with itself and the units to which it directly 
related. Any overview of the ’total* organisation which 
might have been expected came only from the General Sales 
Manager and the Marketing Director. The effect of this 
insularity was conveyed most forcibly by the General Sales 
manager when he commented, "Tliere may be some confusion wvith 
the junior managersJ" The middle and lower managers therefore 
not only had to resolve their own role dilemmas but had to 
reconcile themselves to a situation in which such problems as 
rolo ambiguj.ty w^ere attributed to the incumbents of the role s 
rather than the roles themselves. The General Sales 
Manager continued, "Experience sorts this one out - they 
bring a lot of these problems on themselves... . ex%)orienco 
couhts here, how long he's been v/ith us, how well he knows 
people o"
The General Sales manager expressed an altogether different 
perspective on many of these issues. Whether for defensive 
reasons or to appear to be efficient and practicable
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to an outsider, the General manager denied the vagueness of 
authority definition and of the dominating effect of 
personal and situational impact®
General Manager; "oo.o So in fact the route sales managers
hcLve a very high degree of authority and
responsibility, There are specific aspects
whore they have to obtain higher ap; roval, 
and these are defined and they vary from 
route to route.
.... In other words one tends to lay down 
where they have to refer back, rather than 
define every aspect of what they are doing 
and say, "You can’t do that without 
referring back" - it is simpler that way 
and therefore more flexible. Which is 
why you won't find much written down; and 
some of the things that are written down we 
don't publicise an^n/ay, they arc between 
the Route Sales Managers and their 
immediate superiors."
Interviewer: Is there a cut off point there?"
The approach of those subordinate to routes managers again 
varied as a function of many elements in the situation, 
length of service, know^ledge of other departments and the 
people in other departments and so forth. In the Cargo 
function particularly, several role incumbents wore faced 
with the role dilemma of a dual reporting system. One of 
those incumbents was particularly incensed at the sn tuaticn 
he faced which ho variously described as "pathetic" and 
"chaotic" with a "cumbersomesLructure (in which there are) 
o..o no clearly defined lines of authority." This Cargo 
manager also received rebuffs for his ideas and felt aggrieved 
because the function’ he represented w^ as not developed and 
suffered due to the at ti tude of other managers responsible 
for other functions (such attitudes were expressed by another 
manager who said, "Cargo is a good fill-in but it wastes a 
lot of time in flying and administration.)"
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Tbo Cargo manager in question said he reported to the supoi'ior 
who showed most interest in his work and to whom ho could 
reasonably relate, although this relationship was not strictly 
that of the organisation chart. Another Cargo manager 
actually refused to work through one of his superiors because, 
said the Cargo manager, "He doesn’t understand what h e ’s 
supposed to do and anyway I d o n ’t respect him I" Within this 
complex maze of reporting and line authority relationships, 
the dependency upon individual personality relations very 
much influenced the managers in their roles. Thus some 
Cargo managers operated more easily in their ambiguous dual 
reporting role than did others.
The ’incensed’ Cargo manager recalled other sources of 
aggravation which had occurred and wore more personally 
related. In one instance he referred to a request to 
transport tropical fish which senior management rejected as 
a non-viable proposition. The senior managers and the 
directors not only lost a large order according to him, but 
they also "lied" about the situation in the process. When 
senior management were questioned on this experience they 
said that research and development costs into effective 
transportation methods (when a trial was made all the fish 
died) made the project impracticable. The issue therefore 
became one of the individual manager interpreting senior 
management’s 3?esponse to his e'fforts. Was this a reflection 
on the importance of the general function which he as a manager 
represented, or was it due to his perseverance that he was 
eventually rebuffed? This and similar experiences gave this 
manager an orientation and a cognitive reasoning for his 
personalised interpretation of the organisational hierarchy. 
This experience was one of many which would be construed by 
managers as in the words of one Sales manager ’finding out’ 
and ’personally fitting into the structure on the basis of 
who you expected would give advice or make decisions.' The 
learning process would find barriers; limits beyond which it 
Vas expected of the individual that he would not easily 
trespass. Each individual had to ascertain how ’things 
were done’ by assessing where the limits existed. The process
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however, was obviously a function of, indeed a consequence of 
many factors such as have already boon mentioned and therefore 
each individual experience appeared to possess many unique 
elements. The process could be dominated by adaptation or by 
innovation or just learning what normative constraints miglit 
be imposed upon individuals.
’Adaptation’ was how one manager described the situation wh en 
he entered his role as a Charter Manager. Certain forms woi'G 
adapted by him to suit his needs and ho developed his own 
methods of operation, there being no explicit methods. If 
problems arose the process by which they were dealt with was 
by way of a self-determined procedure. On one occasiap . lie 
was unable to secure an aeroplane because of crewing difficultie 
The usual procedure hero wcmld be to either accept tnis 
decision, or if the requost was important then approach higher 
management within Sales, probably his Routes Manag-er. In 
fact he went to the Chief Pilot who was responsible for 
crewing and subsequently found his crew by that means. Senior 
management when asked about such breaks’ in procodur'; suggested 
that this was acceptable. It was inappropriate to make strict 
definitions about such matters they said and to quote the 
General Manager, "Salesmen have been brought up not to accept 
(these situations) and to question a little deeper,"
The important issue here is that what is ascribed as ’informal’ 
behaviour has been achieved through incumbents using the 
discretion which implicitly management suggest is accepted.
The use of this by-passing approach in this situation was 
however caused by the fact that the manager concerned had 
worked in crewing, knew the allocation methods and the 
departmental staff. In this instance therefore, the label - 
’informal’ - ought to bo retained because the manager is
acting independently of the role-set•and is thereforo neither 
meeting expectations nor behaving with any degree of 
regularity. The role however has certain objectives and the 
individual seeks to achieve these objectives by means wliich 
he has ascertained. That such methods may be beyond the 
scope of formal procedure need not ccncern the individual 
unless he has sanctions invoked agai^iSt him either by members 
of the role set or by senior management. In fact in this
situa Lion J, as in many others, senior managomont knew nothing 
of what had happened except in as much as their objectives 
wore being met. In this case therefore there is little 
likelihood of the method adopted becoming formalised, even 
by explicit approval (amongst other things such approval 
might question the ability and autonomy of another department’s 
functional organisation)* The i?'formality therefore 
associated with this event is a function of the rolo incumbent 
and in processual terms, the informality ^/ill lapse when the 
incumbent leaves the role. The importance of this can be 
seen in terms of previously discussed concepts where the 
action is only of immanent significance to those directly 
involved. It is not of transcendental significance to the 
organisation. In other words it is significant in the 
momentary aspect of how the incumbent behaves and how he may 
be acting in order to achieve the goals he is seeking to 
satisfy. The action does not transcend the situation and 
falls into disuse because of lack of formal continuity.
The Differential Incumbency Development Process
This concept referred to earlier, has had support for its
essential idea in the comments of Gunnison, wben she remarked
that there is an "essentially individualistic basis of the
1 8social organisation." In this sense it is possible to
discuss the impact of social structure upon behu'^-iour and 
about the various factors influencing individuals in their 
incumbency development process. However, to impose a 
quantitative meaning upon such processes would destroy the 
primary significance of the activity. Social science has 
commonly courted danger in such analyses by imposing a 
second order moaning and pz-esentir.g this as a factual order. 
Giroourol succintly expressed his dissatisfactii n with such 
methods: "The sociologist’s model of actor competence and
performance remains implicit and does not address how the
18. So Gunnison: Wages and Work Allocation. London Tavistock 1966. P.256
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actor perceives and interprets his environment, how certain 
rules govern exchanges and how the actor recognises what is 
taken to bo 'strange', f a m i l i a r acceptable’ etc., about 
someone so as to link those attributes with a preconceived 
notion of status role."^^ Accepting therefore that each 
process by whichindividual relates to his role and rolo set 
is distinctly subjective, there are three issues of immediate 
concern. Firstly the impact of social structure upon the 
process; secondly the nature of the process itself and any 
patterns of uniformity and thirdly the contextual significance 
of these processes in a collective structure. With regard 
to these important features there will be a discussion on the 
succeeding section doEiling with theoretical implicati: ns of 
the study.
The impact of such a process would, by strong inference, 
vary particularly according to the length of time the 
incumbent spent in the company and in the role. The idea of 
a differential incumbency development process is best 
examined with regard to new^ role incumbents v/heri situational 
experiences are nil and expectations need to be established.
In the Sales department, there were two such individuals and 
both exhibited the problems of learning an implicit formal 
or normative structure, Tlie first of these was a Passenger 
Sales Manager for o n î of the routes. This position dealt 
entirely with scheduled flights; he "did not unaorstand t!ie 
language of the others" *= others being the charter people.
This Passenger Sales Manager summed up tlie dilemma of his 
incumbency development problems when he said,
"I get so confused; there's a tremendous overlap; 
it's ridiculous. It doesn't affect the running 
of the company, but it just doesn't seam 
necessary,"
As with other managers, this individual blamed problems on 
the organisation structure when and where it was evident.
19c A. Cicourol in H.P, Dreitzol (ed,); Recent Sociology No,2 MacMillan, New York 1970 P,9
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Perliaps in this case partly because of a less forceful 
personality, he evidently did not really unders-’-and the 
normative structure of his department, or indeed the 
Company* Significantly, this manager ascribed higher status 
to lower line management than anyone else, and s£d.d that the 
Sales Executives (salesmen) wore of managerial status. Witli. 
regard to his responsibilities concerning poi-’sonnol, 
recruitment, disciplining and so forth he admitted he "did 
not know the answer®" As for the decision making structure; 
"You find out for yourself what happens!"
A small but interesting incident occurred during the
discussion with this manager. A Sales Executive with longer
service in the department but of no hierarchical standing,
entered the office and asked what tlie manager was doing the
following week. When the numager replied that ho had cne or
two half days free he was duly informed how to arrange his
timetable to fit in some trips and meetings which had been
arranged. The brusque and dictatorial manner of the Sales
Executive would have been rudely rebuked by other managers.
Another incident occurred when the ’new' manager telephoned
the transport department to ask for a car* Told that ho
could not have a car he informed another manager of equal if
not lesser status, but again longer serving. This second
\manager immediately telephoned again and ordered a car which 
promptly arrived?
The other now incumbent was a senior Sales Mauciger, at the 
so-called System level - that is responsible for a function 
throughout the entire system or covering all tlio routes.
The problem of this manager was that his responsibilities 
took him into the domain of the routes managers, so that he 
would be earning revenue foi' the individual routes. This 
could create duplication, indeed this had happened when one 
external agent was using one manager in the department to 
bargain against another manager. The 'new' senior Sales 
Manager, however, was also confused by the structure and the 
role which he was supposed to be occupying. Vvhen interviewed 
he w^ as shortly going to his director - "To clarify my 
position."
Other managers were helpful and friendly to the now manager
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but were also patronising and several said to tbo researcher 
that tliis particular Sales Manager - "Knew notnii.g hbout 
the airline industry." The implication was cpiiTe clear 
that the longer serving managers acted within a protective 
normative structure which could not easily be explained to 
"outsiders." The defence of the General Mansigor to this 
situation being a "matter of und-rst and ring" concealed the 
point that wiiat had to be understood was a pattern of 
expectations and behaviours wdiich each individual had to 
discover, adapt to and basically operate within. In the cases 
of new incumbents, dissonance between tliemselves and the 
departments w^ as accepted by the new managers as part of an 
awkward induction process. For the senior manager in tliis 
case how^ever, the process could be alleviated somewhat by 
his fortuitous relationships with directors and especially 
the company chairman wlio had procured his appointment,
Relatic;nships with significant seniors could evidently affect 
the differential incumbency development process ■ as was 
indicated by this senior Sales Manager and by other examples 
already quoted. Another instance indicated the extehsive 
knowledge and influence a relatively lowly manager had 
acquired. This particular manager had been with the company 
many years and his devotion to duty w^as, in part, reflected 
by a proud wearing of the Company tie and various other 
insignia.,. However, deference to structura] authority w^ as 
expressed by his relationship w^ith the chairman when tlie 
chairman w'anted some airline tickets for some friends.
Tickets could not, under Company rules, be provided at the 
cheap rate for anyone other than personal family. The 
chairman, howovei', decided to use the 'informal' network 
to secure cheap tickets for his friends. Such a practice 
is meaningful in several ways. Firstly, because it was 
'informal' behaviour which would have been norma lively 
^unacceptable were it generally known, How^ever, it was 
furtive behaviour, directed toward individual goals and 
could not conceivably have been advantEigoous to the 
organisation (the label 'informal' in this context will be 
dealt with shortly) , Accordingly, even tliough it was 
behaviour directed by the highest executive, it hcid no
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consensus legitimation and was 'informal', individually, 
orientated behaviour, Ilow^ever, its very o courre .ice suggests 
to the subordinates involved that such behaviour is not 
impermissible if handled correctly, and indeed the moral of 
obtaining results without too much concern for the means of 
attainment was certainly evident.
Further Factors influenci ng Role Processes
The support services department of Company 'T ' provided 
further illustrations of relationships within the department 
and with others outside the department indicating the 
efficacy of the incumbency development concept. Mv>ch of the 
dynamics of the study of this department focused upon the 
support services from with the Company. This had been a 
deliberate policy based on the assumption that internal 
appointments would provide the department with men who 
already possessed a w'orking knowledge of the organisation.
In fact this policy recoiled on the director who had 
suggested making internal appointments and he admitted to the 
researcher that the appoi.ntmcnts should have boon at least 
partly external. The reason for the failure of the policy 
was as follows. The function of the new controllers was a 
co-ordinating, liaison function requiring a determination of 
priorities on the 'ramp* area. These men needed to remain 
aloof from the means of handling the operation and merely 
concern themselves with operational decision making which 
subordinate managers, the duty officers particularly, would 
enact. However, because the controllers had had operational 
experience within the Company themselves they were finding 
it.very difficult in some cases not to "get thoir hands 
dirty." As the General Manager said, "If they do get their 
hands dirty they are not doing their jobs properly,"
This difficult situation mot with varying reactions by the 
"controllers, and this in itself was of in tores !. because 
they had all experienced the same 'on the job' training 
routine and had the same terms of reference. Whilst one of 
the controllers in particular was interfering substantially
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in the handling of operational activity, another was almost 
literally doing nothing and waiting for people to contact 
him on the telephone. That this lattor controller 1)ad only 
six telephone calls (and telephones wore the main 
communication link) in two weeks meant he was not very busy? 
Yet another controller had decided the situation v/as 
sufficiently dynamic for him to influence some of the 
rather vague authority relationships particularly with a 
department called Movement Control. Movement Control was 
responsible for a11 company aircraft and their movement 
throughout the wor-ld. However, at the base airport the 
support services controllers also required some control over 
aircraft movement and certainly required information of any 
movements. There was potentially a source of bitter f r l ctim  
between tlicse departments and yet despite this one controller 
felt he w^ as "try!og to make the job" (by which ho meant give 
it some meaning and status wdiicli was initially in general 
doubt). In 'making the job', he created overt conflict with 
Movement Control wdiich was seen as Eind intended as an attack 
on the authority they exerted over the support services 
department. The outcome was a mooting arranged be tween the 
departments, but the point had been made and the need for 
changing the focus of local control had boon effectively 
challenged. In tliis process therefore, the individual 
concerned was affecting not only his role but the rolo and 
fune tien of the support service controller in general. 
Therefore, the incumbency development process w^ as beipg 
influenced for al1 incumbents by a peer who had decided to 
examine and extend what ho thoug%t to be tlie necessary 
authority 6f the job. He w^ as quite clear about what action 
ho was taking although a little doubtful as to its ultimate 
purpose. "I do not feel insecure in my job - but am I 
going the right way?" was how he rhetorically phrased his 
role dilemma. For this individual, .therefore, the situation 
was scon as being as dynamic and forceful as he was prepared 
to make.
The rolo dilemma w^ as fully evident therefore and each 
individual occupant determined his behaviour within the 
framework of permissible choices. External to the role and
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in relat i= n to other roles, this posi kion obviously had 
substantial repercussions, Here individuals conf'.rming 
sufficiently to the norms, and departmental 'rules?' If tîjo 
judgement w^ as that tliese new roles wore not being enaicted as 
intended (by w-hom? ) then what action could be taken to 
achieve compliance? This was expressed by one of the senior 
d e p a Ttmonta1 man ag o r s j
Managers "There are teething troubles at the moment® You
see the Controller had no authority over his 
staff at all, other than to say, "That is the 
priority, I want all the manpower on there and 
all the equipment on there®""
Intorview^er; "Is that how it operated tlien?"
Managers "No, it is half and half® At the moment we have
got the individual problem® Vie have got the 
individual who is not doing what he should be 
doing® This is causing aggravation in the 
ranks and this is fed down to me® Now I am 
not responsible operationally for the 
Controllers, I have no control over them at all, 
other than administrative® I have passed this 
on to who is responsible, and we are tak:ing 
steps to got over it - but we do expect it to 
a degree ®"
Interviewer: "You expected what, - that they would start
making operational decisions?"
Manager: "Nell, they are paid to make operational
decisions, but they are not paid to get involved 
with the mundane operations - but they have 
been ?"
This discussion realised the perceptual differences abc ut the 
role of the controllers® However, in this instance, rath-^r 
than allowing the role to become self-determined and to 
create a normative relationship with the immediate role-set, 
on the basis that controllers had undefined authority and 
wore trying to establish some norms, a senior manager was 
exerting conformity on the basis of the disharmony and
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aggravation felt by the role-set® This lack of clarity fznd 
the looseness of norms led to a process either of elaboration 
or normative expectations, so that individuals were given 
more precise definitions of situations, or of rules being 
imposed coercively. The degree to which this process was 
one of normative elaboration ox- coercive impositir.n (or indeed 
a combination of both) varied in this company ais a consequence 
of the dominant situational culture. The essential point is 
that there was a process which was initiated by various 
behaviours and that the labels are much less significant than 
an understanding of the process and wliy it is handled different 1 
as a function of different situations. Therefore the 
normati ve and coercive categori sations are useful if seen in 
the sense of social processes and not merely as descriptions 
of organisaiional cultures. The social process surrounding 
the role of the controllers and the respective incumbcnts was 
a fundamental process on the basis that■a pattern of 
relationships, a history of experience find expectation, was j
just beginning. !
Whilst having no direct line responsibilities to the\controllers, the support services duty officex-s were the key 
men in the operational sense. All supervision in tlxo 
department report ed to the duty officers and these were the 
men responsible for handling the ins ix^uctions of the 
controller. It was evident, however, that some fx-iction 
existed between the duty officers and the controllers. One 
OX’ two of the duty officers had failed to obtain promotion 
to the newT controller posts and coupled with tliis wore the 
feelings, firstly, that the controllers* role was unnecessary 
apd secondly that they, the controllers, had withdrawn 
autho-rity and part of the function from the duty officers.
Tifo of the five duty officers did not find these problems 
because they had themselves only recently become duty officers 
and w^ere finding sufficient problems in loarnin(ï the role 
without ccncex^n for, or indeed perception of, loss of any 
authority o t functional activity. Thus the difference in 
relations between the incumbent and their xrolc in this job 
was very much a function of previous role experience as well 
as the reorganisation and establishment of a new and generally 
vague ’senior* role. The response in general, however, to the 
new situation of having co-ordinators in tiie form of controllers,
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was for tho duty officers to express tlieir dissatisfaction in 
ways which conveyed a latent conflict. Thus 'sloppy behaviour’ 
and general ’slackness’ have been sharply criticised by the 
department managers® (Their response to the new controllex-s 
was indeed not untypical of the response sometimes ascribed 
to supervision in manufacturing industry wiiere there are 
production controllers® Production Controllers are usually 
responsible to, or at least accompanied by a production 
manager and the responsibilities and authority separating the 
two roles are often ambiguous and vague. Accordingly 
subordinates find it difficult to relate to one or bo th of 
the senior production management and tension can and does 
develop®)
The duty officers,: rather like some of tho lower line 
management, in Sales found that they suffered from the lack 
of clarity of both authority relationships and functional 
responsibilities ® This led to situations arising in which the 
duty officers were either isolated and not given support by 
senior management or wore blamed for inefficiency and lack of 
commitment® Thus, for example, the divisional manager whilst 
admitting that the "Duty Officers are not receiving support" 
also commented that "if trivial offences are being reported 
by duty officers then we will Ic.ok at the duty officers 
or the supoi’vision rather than at the department or tho 
offender®" The Duty Officer’s immediate superior also 
expressed the view that the responsibility for the problems 
of tlie Duty Officer were essentially those of the individuals 
and not the role - "if the Duty Officers are not committed to 
the new arrancments (x^eiCerring to the controlkrs) then they 
must have attrltudes which are not in accord with the general 
interests of the Company®" There were also incidents which 
reflected the role situation of tho duty officers and Ixow they 
reacted to cex-tain circumstances®
One important incident which several respondents referred to, 
related to the 'non-drinking rule®' The ramp area had many 
vehicles using the marked roads and servicing aircraft, and 
the danger of a major accident because of an over-indulgeat 
driver was very real® Accordingly a rule had be-n .made that
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no drinking was allowed whilst on duty. Ovor a pori>-d of time 
this waa.5 allowed to lapse to a degree whereby driiiking v/as
acceptable if it was 'not in excess'® However, on one 
occasion a duty officer interpreted the rule 'to the letter, ' 
found a driver who had boon drinking and suspended him® 
Subsequently the drivers all 'walked out’ and an industrial 
dispute began® Initially the duty officer was supported by 
senior management, but eventually when the drivers refused 
to go back to work, tho duty officer's decision was annulled 
and the driver reinstated. This decision had diverse, 
repercussions for the individual duty officer as well as for 
the role itself. The other duty officers had experienced this 
lack of su%xpc rt before and such a situation led to cautious 
relationships with the unions and (the 'gash hands') their 
members, the drivers and loaders.
The contradiction here became fully apparent v/hen the Senior 
Support Services Officer claimed to have clarified what he 
wanted from his staff and that if they responded ho would duly 
provide support, no matter i/hat tho circumstances;
Senior Support Services Manager; "The problem is that it is 
very difficult to get operational people 
together, difficult because of tlie fact of the 
work, I have made it clear wdxen J iiave spoken 
to these gentlemen (duty officers) that I 
am not happy with the standard at the moment, 
far from it, and that I am expecting a lot from 
tlieiiu 'But in return I wil.1 back them up, and 
if they have any problems I will d/. anyt ir.g 
I can to help, even if they are in the wrong 
I wrill back them up,"
The wdiolo issue of support related to role understanding and 
the determination of parameters appears vital to tho process 
of socialisation to organisational life. It is not just a 
matter of rcle learning or role-taking but a conqxlex. 
arrangement of individuals relating to roles and rcle-sots 
wit hill and in relationship to a 'total' organisational c:ntoxt,
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The exaipplc above expresses how one Individual was in Clnoncing 
the process in an immediate rc lo set and tho expisctatif ns he 
was elaborating so that people I:ad a greater imderstanding 
of their roles® Similar examples were provided in the Sales 
department and in Company 'F ' whore managers wore imposing 
a definition of the situation by confirmation of boundaries 
concerning role behaviour . The basis for such clarification 
came from the variations in behaviour which, were ccmmonly 
exhibited and recognised, and which led to responses 
accordingly to the attitudes and feelings of the more 
influential managers. The creation of tensions and strains 
which were also exhibited were accordingly related to tlie 
variation in intervention by those managersand by their 
interpretation of why there was flexibility® This prc'coss 
inevitably sometimes questioned trie normativcly determined 
boundaries of behaviour.
The divisional manager, for example, piii 1 osopTiical 1 y accepted 
this interpretation of role situation affecting the duty 
officers as an inconsistency, commenting; "If you employ 
.humans they are going to work as humans?® He continued;
There is a band (wliich he referred to as accounting for about 
■jrd of individual behaviour) within which people operate •» they 
have flexibility within that band whicli is accounted for by 
human differences®" The validity of such tin explanation might 
well be questioned, although tlio significance of comments 
such as those of the senior support services officer and of 
the f (11 V I sional manager are important in as much as these 
comments express their own reactions and behaviour in relation 
to their subordinates® Indeed, throughout tho study there 
emerged from senior management and directors the general 
explanation of organisational behaviour as emanating from the 
formal organisation which was clearly established and acliieved 
its objectives. They know or claimed they know of so-called 
informal bohcxviour and could provide thoir own rationalisations 
of xfhy such behaviour occurred® In both Sales and Suppiort 
Services the most common reasons for informality and breaking 
procedure Xv’^ere ascribed to personalities and individual 
differences, coupled x/ith an inadequacy to cope x/ith many of 
t/ie problems at middle and junior management® At the Scxmo time
1 40«
senior management did not anticipate a more highly formal!sod 
situation, in terms of the extant organisation, would be any 
more effective®
This situation has been noted elsewhere by Emery when he said, 
"It is undesirable to 'overstructure' the role system because 
of the rigidity and Iqck of responsibility this engenders. 
Contingencies, by their very nature cannot be planned so that 
they occur when a particular class of persons is present and 
able tc deal wi th them ; if everyone is made formally 
responsible then in practice, no one is responsible® The 
inadequacies of formal rolo definition are likely to become
more obvious the more detailed and precise the division of, , „20labour®"
Difference in orientation was, then, apparent in Company *T* 
at different levels of management, and without easily finding 
explanations of individual commitment tô the varying normative 
approaches, it was nevertheless possible to see how such 
vai’iations influenced individual behaviour and the relation­
ship with their role® However, whilst varying normative 
approaches existed between different departments and different 
levels of the organisation, it was apparent that they'- were 
required, of necessity, to co-exist together. Thus the 
sanctions (authority control systems) whicli could and had 
been enforced, if an individual acted in contradiction to his 
immediate normative expoctati~ns, essentially served the 
purpose of maintaining an organisational order. Ironically, 
it was apparent that certain goals, some of which all levels 
of management identified (i.e. financial/ pi’of i tabili ty) and 
which might reasonably be classed as organisational goals, 
were not necessarily serviced by such an organisational order. 
The survival of such an order is In fact duo to roastns other 
than merely direct organisational goal achievement. In tho 
airline company, most of tlie incidents referred to earlier in
20 0 F, Hmei'y: Characteristics of Socio-Technical Systems in 'Design of Jobs,' Ed® Davis & Tay-'loi' Penguin 1972 Pol 89
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this thesis were verbally recalled, by the researcher, to the 
directors and senior managers a,nd in no case was the response 
from these individuals indicative of the suggestion thf.it 
controls or sanctions should have been imposed upon the 
'deviants,* or the culprits of informal boliaviour, who had 
not conformed tc formally prescribed procedures. But, further 
to Emery, not only would increased formality be inadequate to 
cope with such strains it would n< t be desirakj o because? of 
the concern for other aspects of the organisational activity.
A further example will illustrate this point. In tho Supjiort 
services department a supervisor ncted and reported an 
important sign that had boon knocked over and destroyed whilst 
in place on the ramp area. According to senior marag;ement 
there existed a strict procedure that, for dealings with 
another department, in this case for replacements or i^ejiairs^ 
there should be internal departmental approval. Tliis the 
supervisor proceeded to follow, however after some two or 
three months of delay, he decided to pursue.the replacement 
directly. Thus the supervisor had recognised the procedure 
proved too cumbersome and tardy at which time he used a 
'contact' in tho maintenance department and obtained a new 
sign o
The divisional director, during conversation regarding this 
example, was able to rationalise the behaviour of the 
supervisor on the basis that initiative had been shown and 
results achieved. On criteria of role achievement therefore, 
the supervisor had been successful. Hca/ever, such achievement 
had been at the expense of the recognised procedure, although 
whilst contravening this procedure tho supervisor was never 
rebuked. In itself this was an incident thal could bo as 
significant as the role incumbent was prepared to make. If 
the individual decided that such practices are desirable on 
the basis of exhibiting initiative, perhaps impressing 
managers who arc locking for promotion material or achieving 
certain individual objectives, it is possible that hi si general 
role behaviour could alter on the basis that what he had done 
in a specific instance w^ as not impermissible. If this 
happened, with even only implicit approval of his role set, 
the OStablishmen c of a further behavioural norm may be the 
outcome. The now, norm would suggest that such relations with
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other departments are acceptable if the individual is 
expressing personal initia Live I
Again this particular example should bo identified as 
* dis6ensus’ behaviour, despite having an organisational goal 
objective® This is, however, a categorisation which is very 
much part of the processual activity and it would appear more 
likely that behaviour of an informal nature v/ould eventually 
become acceptable to a rolo set if it was perceived to be 
directed toward goal achievement. The research problem, 
however, is to observe the development of such 'normative* 
activity if indeed it is replicated sufficiently’- often and 
ultimately accepted by the role set. In a short term study 
tills was not possible. The very differentiation of such 
behaviours, however, is quite significant and does, whilst 
only portraying a short aspect of the processual activity^, 
give a number of indications as to how such behaviour might 
fit into a broader theoretical underslanding of organisational 
behaviour. The organisationally orientated behaviour of this 
supervisor, for example, whilst identified as being informal 
in nature, is markedly different from behaviour specifically 
seeking to further or maintain individual objectives within 
the organisation. A duty officer indicated the type of 
behaviour in support services when he recalled a situation 
ll/ben an aircraft's exhaust was splayring stones over the cars 
parked in a nearby- carpark. Being a stationary aircraft on 
the 'ramp', the incident was t^ '.e duty officer's responsibility 
and he therefore prepared a report. The duty- officer 
privately admitted to tho researcher that the fault was not 
due to the position of tho aircraft near the carpark but to IVie 
captain of the aircraft over-revving. Nevertheless the first 
reasen was convey-ed in the report and the incident v-as closed. 
Informal behavicur in this example therefore w-as used to 
protect an individual and could not be interpreted as having 
an organisâtional objective. Furthermore the duty officer 
concorjiecl would obviously not try- and project fois as something 
which could receive consent of the role set for ho know the 
consequences would bo stringently- enforced sanctions. The
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imposition of such sanctions was not in question as long as 
tho role-set remained uninformed, v/hilst if the captain of the 
aircraft w-as aware of liis error he would bo appreciative, of 
the duty officer's report® Thus again personal relationships, 
suppr;sedly important in the organisation and indirectly 
essential to aclrlovo organisational objectives, are hereby 
strengthened on an informal non-organisational basis.
The 'consensus' in this situation only existed between tr/o 
people - the duty officer and the captain. Other individuals 
in the duty officer^' role-set provided no support because in 
the main they lacked any knowledge of tho incident. Therefore 
on the basis that this w-as ' dissensus ' behaviour it could be 
classified as ' informal. * ' However, because it was also 
directed toward achieving individual g^als as opposed to 
'organisational' goals it was ‘individually orient<ated informal 
behaviour*' In this sense such behaviour is extra organisâtiona 
- or beyond what we have referred to as an 'organisational 
order' in terms of.the co-existence of various normative 
systems. l/e have now discovered several examples of such 
informal behaviour and these forms of behaviour should be 
distinguished from those which may become part of the formal­
ising process, largely by virtue of their closer affinity with 
organisational goals. The term suggested for such 
'individually orientated informal behaviour' is 'inordinate' 
behaviour. The basic implication pf this term is that it is 
behaviour beyond tho scope of that consistent with the 
implicit 'organisational order.' The individual recognises 
this by maintaining a degree of secrecy and furtivenoss about 
such behaviour and thus himself denying tho possibility of 
its organisational acceptance. The term 'inordinate' is not 
meant to imply deviant behaviour however, for this suggests 
that it is anti-organisational and no such value orientation 
is made in tliis concept.
The influence of 'authority' upon Rolo Processes.
An area requiring further examination before moving info an 
appraisal of the concepts and tlie hypotheses is wi th regard to 
the understanding and use of authority. l.’ithin Company ' T ' 
there was a strong degree of consistency on certain areas of
authority, for example all managers, except one, stated quite 
adamtintly that they could not croate a new poslticn.. The 
exception was again the aged senior Sales manager with 
personal contacts on the board. To an extent tliis manager 
projected the imago of a 'toothless bulldog» and therefore 
not too much et 1 o]?t nocid be made to explain tliis 'discrepancy, ' 
V.hlth regard to authority to alloeato work th^ ' almost unanimous 
response was that the individu manager allocate i/o rk 
relating to his own department, although there was considerable 
vagueness regarding what type of work and the definition of 
departmental boundaries was usually sufficiently loosely 
described as to inhibit much insight on this question. The 
authority to reorganise work programmes, was again a question 
found to bo very relative to the individual manager^' 
situation® Of all managers in botli Sales and Support Services 
onl^’ five said they could not reorganise work programmes. All 
five managers were in roles with considerable isolation in 
the sense that they were relatively self-dependent roles. The 
incumbents of these roles evidently found it liarder to specify 
tJioir authority limits because their ro 1 sitionshi%)s with other 
roles are limited, thus restricting the yjrocess wliich assists 
the individual in identifying his authority®
Some inconsistency was found with regard to 'authority to 
change the duties prescribed for particular functions®' Again 
the full implications are difficult to gauge . as different 
'system sales managers' interpreted their ability to change 
prescribed role duties in varying ways, Authority to 
discipline also exposed some differences in role interpretation 
(and A/ere an expression of the problems the company was having 
with industrial relations)® Twenty managers said they could 
discipline although the extent of the. discipline they felt 
they could impose varied from a verbal wai'uing to suspension 
from the job® An example has already been given (c(nccrning 
the drinking of alcohol rule) illustrating what can happen 
when suspending, even if, apparently, there is an authorised 
right to suspend* In the same department, 'support services,' 
one of the 'non-line' managers, a controller, still identifled 
the authority to discipline® This could hardly be 'legitimate' 
if theorem ically he has no line relationship over other 
people® Nevertheless that was his preception and v/hether or 
not. it had been formalised he believed he had the authority 
to discipline®
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According to the board of directors and to the industrial 
relations manager there is a disciplinary procedure though 
nobody could provide details as to its operation or formal 
nature® The industrial relations manager was not very 
interested in such formality, saying that "the more formal 
you are tlie more you confuse J” The same manager confessed that 
industrial relations is an "unprocise subject" and that the 
extensive use of 'unofficial channels' was dependent upon 
the 'quality of relationships®' Without suggesting too great 
an inflection upon such an industrial relations policy, this 
research has already made extensive comments about how the 
'quality of relationships' is a function ofawide range of 
variables and therefore the susceptible nature of these 
'relationships®'
The variations in individually identified authority continuée 
with regard to dismissals; particularly in Sales wliere 
several managers below general manager said they had authority 
to dismiss® however, board level policy is that dismissals 
can only be made from above and including, the General 
manager level®
The ability to alter conditions of employment and to spend 
money were quite strictly controlled and understood by all 
managers® No-one below the board confessed authority to 
alter conditions of employment® The spending of money, even 
small amounts, whore it was permissible was, by admission of 
the managers, strictly within the budget® The only exception 
to this rule was the new Senior Sales Manager who stated 
that there were no budgets in the department* In his case 
he lacked a knowledge of both organisationally normative 
activities as well as of formal procedures*
Response to questions on authority to make decisions over 
departments was mainly of the nature - "I don't tell them 
what to do, I just work with another department®" Several 
managers, however, conveyed a positive reply and three of 
these were the managers mentioned above i/ho had little 
departmental attachment® It would appear that a possible 
reaction to having little control within a particular 
department or functional activityis to ascribe more authority
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v/ith regard to rolaticns with other departments, TViis 
reaction is again, therefore, very .mucli a function of the 
incumbents porcopti'-ns and experiences in his role and is 
likely to determine the behaviour associated v;ith whatever 
role set of which ho is a part*
I n s u f j. ici ont ' ±0 1 o ' authority was expressed by three marja.pors 
and was clearly a reflection of the dissatisfaction and 
diss''nanco those individuals were experiencing v;ith their 
roles. In fact f  ore was a relatively high level of 
frustration among Company ' T ' manage ;.'s who were interviewed* 
Some ten managers out of twenty—seven commented that they 
were frustrated in their jobs, although the degree of
frustration varied b r  th in their expressions and the effect 
upon their behavi-' u r , \/hilst those managers were tnr-se v;ho 
had identified role clarification and role adaptation problems, 
it should by nov/ bo evident that wdiat has been advanced in 
this research is the concept of proccssuaJ. role incumbency 
development* In this respect the identification of a single 
variable or even of several correlations, as an explanaticn 
of any particular role response is denying the contextual 
significance of a complex role and role incumbent relationship*
The variation in this approach from other organisational 
studies of role behaviour may be expressed by a brief reference 
to the work of Snoek and others in their bo".k "Organisational 
StiGss j studios in role conflict and am b i gu i t y * " îvith regard 
to the critical areas of perceptions and expectations 
surrounding role incumbents, Snoek and his colleagues studied 
the relationship between role senders and a focal role. They 
concluded "those perceptions and expectations are specifically 
affected by three types of formal role relations: the 
functional dependence of the role sender's office on th. t of 
the focal person; the organisational,proximity of the focal 
person and the role sender, aiîd the relative organisational 
statuses of tl)e focal person and role sender,
21* 1’6 Kahn, D, 1/ o 1 f e , R* Quinn and J,D* Snoek: ' Organ i sa ti onalStress: studies in role conflict and ambiguity,' Wilev1964.
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This research could possibly conclude wn.th such a convcniont
summary® ITowov^'r, such a quote suggests that porcejitio-ns and
expectations are largely affected by formal role relations,
such as functional dopen;!once, without having suggested how
to differentiate between an interpersonal relationship and a
rolaticnsliip remaining constant with changes in role
incumbents® In other words, the formal aspects of rules,
especially as used by Snoek and others, fails to effectively
ackncu/ledge a procossual relationship between an individual
and his role in the milieu of a social organisation® Snoek
and his researchers appear to suffer from failing to
extrapolate this significant distinction for at no time do they
suggest 'informality* does not exist® They acknowledge for
example th.at personal orientatirns can just as easily bo
influenced by behaviour seeking "to cover up erroi-s" or to
"do favours for friends contrary to company rules®"'"' To
adopt in the same research a positivist stance suggesting
* a significant multiple correlation between certain
characteristics, their related variables and the possession
2 3of a rules orientation expectation,* is a regrettable
denial of the existence of processual activity in which 
meaning is ascribed by the incumbent and not ascribed to him®
In Company's *F* and *T * wc have now illustrated various 
insightful incidents and attempted to convey the setting and 
structural context in which behaviour is occurri.ng® The 
nature of these enquiries, their findings and this method of 
explanation and description has been especially concerned with 
conveying the importance and meaning of rules to th<' role 
incumbentc In the following concJ usion, therefore, the 
emphasis will remain at specifying the type of process that 
such meaning may pass through without constraining the 
socialisation of individuals in roles by variables of greater 
or lesser statistical significance.
22® Op® Cit. P®182 23® Op® Cit. Pol 84
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Theoretical Discussion and Conclusion
This research has been concerned with some important issues 
in the field of organisational sociology* kliilst the basic 
study which has been discussed and described here has been 
elucidating only a small fraction of the vast area of 
sociology:al concern, it has seemed to the researcher that it 
is not possible to enter into research without becoming 
automatically involved in some of the more fundamental problems 
of the discipline® This may certainly appear as an overview 
of the difficulties facing the minutae-of an individual 
researcher® However, in the same way that the removal of a 
sand grain from a pile will let slip a small avalanche of 
other sand grains, so it seems the contribution of any study 
has to be concerned with the minor avalanche surrounding and 
affected by that study® Thus the founding basis, the research 
methods, the theories and the concepts are the grains of. a 
research project®
The major problems we have been seeking to clarify in this 
study have concerned ti/o particular areas® The first is the 
understanding of behaviour in organisâtional settings® 
Organisational studies have dealt with this subject and 
provided various insights, some essentially descriptive, others 
apparently providing definitive explanation® In our hopefully 
unpretentious manner, this study has examined behaviour and 
used devices to enunciate the significance of that behaviour 
without subsuming its meaning and importance® The second 
problem area, therefore, became that of clarifying, defining, 
and devising concepts which permitted a greater understand]ng 
of behaviour without the creation of a second order meaning®
The social world which is the subject of sociology belies an 
eg^y transmogrification into easily related variables, which 
hold true in one instance, need qualifying in another and 
total re-examination in yet a third situation® Furthermore, 
behaviour is momentary, fleeting and unique and its 
quintessential flavour is lost in the cold surroundings of 
•folk language• which yields to computed relations® The 
infamous methods of reductionism and micro study of the nature
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of social psychology have tended to decree that sociology lacks 
the ability to copo with such problems® However, it is 
possible that we can allay fears by liberating the discussion 
of the rela Lionship between structure and process and denying 
that the two cannot be talked about in other than mathematical 
terms* In other words that it is possible to refer to 
structure in a theoretical framework which seeks clearer 
understanding of social process.Cicourel has said how 
important this approach is and at the same time hoi/ difficult 
it becomes for the researcher or social analyst: "I want to
underline the necessity of linking the strategies of 
interaction among actors with the structural framework employed 
by the social analyst* The observer must maJce abstractions 
from complex sequences of social interaction * How does he 
decide the role ~ status norm relevance of the exchanges 
about which he observes or interviews? To what extent must 
he take the actor's typifications, stock of knowledge at hand, 
presume appearance to others, conception of self, strategies 
of self presentation, lapguage and the like, into account in 
deciding the institutionalised character of status relationships, 
role relationships, and the normatively based expectations 
employed or imputed?'*^
The conclusions arrived at in this research are, therefore,
constrained by these problems and do not seek to overcome the
major difficulties verging on the philosophical regarding the
subjectivity of meaning* Ve have not started from the basis
of assuming a primal starting point in terms of individuals
possessing meaningful acts* This is an argument still to be
clarified and is left to further discussion of the2etlinoinethodologists * However i/e have started from the view­
point that situations possess a meaning for the actors and that 
it is the task of the social analyst to interpret that meaning* 
This method has led primarily to a clarification of the 
devices i/hich facilitate interpretation*
The discussion which ensues considers the concepts and 
hypotheses in particular regard to an initial model for
1* A* Cicourel Cognitive Sociology. Penguin 1973 P*l6Zo See however A* Schütz ~ 'The Phenomenology of the Social World' H.E.B* 1972 especially P* 7 and his discussion of Weber's methodological concepts*
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miderstanding organisational behaviour® A fundamental 
aspect of the concepts should have boen conveyed in the notion 
of complementary concepts which suggests that a dividing line 
between either opposite or different concepts be replaced 
by the idea of a processual relationship® This is different 
in concept from a continuum of polar ideal types because the 
suggestion here is that behaviour encompassed within 
organisations is fluid in both nature and intention and that 
the very existence of a social act brings into being a range 
of inter-related social phenomena. The processual nature of 
action therefore in terms of how the individual behaves, why 
he behaves in a particular iianner, the moaning and 
intention he has construed upon his behaviour and that 
construed by others are inherent aspects of any conceptual 
device employed in this research.Such an approach necessitates 
an implicit qualification of the labelling of any action 
which may be identified®
The major concepts which have been examined in this respect, 
and which have long Waitàc.-/ ' some scrutiny as to their
heuristic value, have been the formal and informal® The 
summary model which will be discussed shortly has retained 
these concepts on the basis that behaviour can bo distinguished 
even if occurring as part of a complex sequence of social ’ 
interaction of the nature referred to above® The terms however 
have been redefined to examine their essential constituent 
parts and to suggest that behaviour can be seen as having a 
goal orientation as well as being identified under a constituent 
heading® Thus we have ascribed a central place to the 
normative recognition of behaviour having distinguished different 
normative structures within the same organisation® Behaviour 
which is sufficiently commonly construed (that is® perceived 
and cognitively appraised) bv organisâtional members, especially 
within the immediate role set, such as to suggest the behaviour
is congruent with the legitimate organisations, we ave defined
as part of the formal social structure® Formality is, 
therefore, ascribed to behaviour by its normative acceptability 
by the role set® Assuming that the role set, which will be 
organisationally more diverse for example than the work group, 
has a consensus attitude toward forms of behaviour, we have 
deduced that such behaviour will be directed toward the 
achievement of organisational goals®
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Conceivably a conspiracy of deviance amongst the role set 
could still: obtain a normative acceptability to behaviour which 
sought to satisfy individual objectives® This would not 
appear to be a durable situation on the basis that no role set 
exists in a vacuum® Any normative behaviour will have, at 
certain contact points, to relate to other normative 
structures belonging to other role sets® If these are not 
compatible then the organisation wiJl probably succumb under 
the stress of conflicting normative structures® On this 
basis, this research has referred, on various occasions, to 
an 'organisational order' which represents the co-existence 
of different normative structures® The concepts of 
'organisational order' as used in this research resembles in 
various ways, the idea of a 'collective structure* which was3put forward by Timperley® This latter concept has been 
adduced from Weick who refers to the 'emergence of mutually 
advantageous solutions' and suggests these are a 'prototypic 
instance of collective structure®' The important feature 
about an 'order' is that it is also trying to convey the social 
nature of mutually adapted behaviour® Timperley convoyed this 
when he said, "in other words individuals converge on shared 
ideas of how a structure can form and then set in motion a 
(Weick) 'repetitive cycle of behaviours®' It is these 
behaviours and the performers* desire to establish a self*» 
closing dependable cycle for them which sets the stage for the4formation of a collective structure ®" An order, however, 
also suggests the notion of agreed, even if perhaps only 
implicitly, objectives, and a means system which is orientated 
towrard those objectives® Significantly, however, it is 
necessary to refer to such an 'order' or a 'collective 
structure* in context, for an organisation and its incumbents 
are required to cope with many varying behavioural forms 
some of which do not have such an affinity to 'collective 
structure* or mutual advantages for both individuals and the 
organisation® The problems of conflicting normative structures 
are in danger of becoming subsumed in this approach under the 
'harmonious* implications of a 'total collective structure', 
or an 'organisational order®*
3® Timperley S«R® 'A study of a self governing work group' Sociological Review 1970 4o Ibid*
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Organisational strains and perhaps even inefficiencies are 
thus very much affected by the degree to which these different 
normative structures co-exist® The pressure which exists by 
nature of controlling behaviour within a role set or series 
of role sets means that a substantial coxisartsus impinges upon 
the acceptability of behaviour, and that wliere that consensus 
does not exist, then individuals, or cliques must operate 
independently of the approval, implicit or other-wise of the 
role set. The ability then, of such divisions and break-away 
groups to survive will be substantially dependent upon their 
own internal power to overcome the sanctions which elements 
of the 'organisational order' may impose.
To be more concrete, we are suggesting that there are various 
behaviours which require examination, particularly with regard 
to their goal orientation. An individual or small group of 
individuals may be operating in such a way as to deny the 
accepted means of operation in terms of an 'organisational 
order* the basis of which of course stems from the extant 
organisation. However, whilst the immediate role set may or 
may not acknowledge such behaviour as being in accord with 
established methods, it may nevertheless give tantamount 
approval by not invoking sanctions on the basis that such 
behaviour is still directed towcird organisational objectives.
We have provided examples of this in our empirical studies 
where individuals have operated in generally non-normative 
ways, but in doing so, have apparently either shown 'initiative' 
or 'flexibility* or operated in such a way as to prevent any 
organisational repercussions. This would be classified, as the 
first of three types of 'informal social behaviour'. It is 
a classification most likely to form a link between the formal 
and informal and is, therefore, essential to the complementary 
concept idea. This first category is described as 'ordinate' 
behaviour. Such behaviour would be seen as contributing to 
organisational goals but having only partial consensus, usually 
deriving from the immediate role set. It may often be that 
it is this type of behaviour which the immediate role set 
perceive to bo most practical or most satisfactory given the 
circumstances, al though it would hecessai'ily have had approval 
beyond the role set. This behaviour would become part of the 
formal organisation if it i/as given conserLSUS approval i/i thin 
and beyond the immediate role set.
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There is, howevex*, a further element with regard to such 
informal behaviour and that is what has been illustrated in 
the research and referred to as 'individual orientated 
behaviour0 ' Such behaviour has a goal direction which is not 
only non-organisational but may be directly opposed to 
organisational interests. It may however be individually 
orientated and not in opposition to organisational interests, 
for example, if an individual was trying to project himself 
into promotional favour. In situations such as this we have 
categorised behaviour as being 'inordinate* - that is, 
inconsistent with the 'organisational order®' This assists 
in differentiating other informal behaviour which may be 
organisationally deviant behaviour. Deviant behaviour would' 
of necessity remain within the framework of organisational 
behaviour, but having a meaning ascribed to it by members of 
the organisation. This moans that for research and analytical 
purposes there is still a dei^endency upon perceptual distinctions 
between different types of behaviour and different goal 
orientations. For this very reason it is necessary to retain 
this behaviour within the broad f rame i/o rk of the social 
organisation where it relates to the actors concerned who 
provide the apparent meaning.
In this analytical framework the distinctions of formal and 
informal have thus been retained, but refined and closely 
identified with the social organisation which is the only 
source by which to ascribe meaning to behaviour. In retaining 
this distinction however, a conscious effort has been made to 
suggest fluidity and the processual nature of social action.
The existence of normative structures means not only that 
social action has existed to create such structures but tliat 
'action' (at least perception of meaning) must continue if 
such structures are to remain. This truism takes on 
substantial importance in terms of how the structures are 
able to continue and how different or even new norms become a 
part of the structures. This reseax'ch has considered the 
element of the role behaviour and particularly the nature of 
the relationship between the incumbent of a role and the 
social organisation to be of critical importance. The major 
concept which has been described and discussed in the context
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of this relation between structure and process has thus been 
the 'incumbency development process
The label of an 'incumbency development process' is intended 
to signify the activity which an individual experiences from 
the moment he assumes a role title in organisation. This 
research has indicated the diverse nature of role learning and 
the establishment of relationships and understandings. Such 
processes are thus unique in the sense that every individual 
has personal experiences and subjective perceptions and 
expectations. Other members within the organisation serve 
vital roles however in exerting restraints, controls and 
boundary limitations upon the behaviour the individual is able 
to exhibit or even use furtively.
The 'process' is a development in the sense that it is a 
learning activity combining what experience and knowledge an 
individual brings to a situation and its actors and the 
interaction which then goes on between the individual and that 
situation. The individual will learn how to adapt his 
experience, knowledge, and methods of interaction to suit and 
accommodate objectives which he either defines or has defined 
for him by others. This process is therefore one of 
perceiving, interpreting and applying meaning. The inclusive- 
ness of the concept is meant to encompass behaviour and the 
associated learning activities. It includes bohaviour 
consistent with the 'organisational order' and the normative 
structure of which the individual is a part as well as 
'inordinate' behaviour and even that which is organisationally 
deviant.
The 'process' is itself complex and affected by many factors 
and variables. Thex'e is a danger of implying an almost 
mechanical process whereby individuals determine or have 
determined for them certain goals either individual or 
organisational and they adapt their bohaviour to achieve these 
goals. The inference that such behaviour is either intentional
Notes: this has been abbreviated to:- IDP
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or rational is however extremely questionable. Thus whilst 
there is undoubtedly an element of goal identification and 
behaviour adaptation we have seen from the research enquiries 
that such a process is likely to be irrational and unconsidered 
and that the very existence of normative structures wliich will 
influence tho process are implicit and retained only in the 
minds of who actors in the situation. Even where organisations 
attempt to impose some controls perhaps by increasing the 
degree of bohaviour expectation and goal identification in 
the 'extant organisation' or by coercing individuals away 
from 'ordinate,' 'inordinate' or 'deviant' behaviour, it would 
appear that there is still an important process which the 
^incumbent' undergoes in lelating to what is 'extant'.
Company 'T* where the 'extant' organisation appeared minimal 
and consisted merely of organisation charts, there were 
normative adaptations which influenced apparent hierarchies 
and led to by-passing in decision making processes and varying 
interpretations of the extent of 'authority* that were implied 
in the chart,
Each individual undergoes a process which will include for 
example the appreciation and interpretation of expectations® 
These expectations of bohaviour are again often unclear and 
may only be discovered by the individual through 'experimenting' 
with behaviour. Illustrations provided in the current research 
saw individuals using very subjective assessments to determine 
whether or not they could make decisions. The expectations in 
such situations had not been clarified and the individuals
undertook their own means of clarification by acting in i/ays
they felt to be appropriate. The research discovered many
such activities and 'testing out' methods which were
ascertaining whether the role set approved or otherwise and 
whether such action was consistent with norms which the 
individual was trying to clarify.
The most interesting expression and illustration of the 
'incumbency development process' was in a situation in 
Company 'T ' support services department where managers at the 
same level in the hierarchy were exhibiting markedly different 
behavioural characteristics. In such a situation it would 
appear that the major variation was in terms of what each
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individual personally introduced into the role, and that 
therefore personality was a major variable. In this 
situation that may have been the case, but then the role was 
very new and 'testing out* and 'experimenting* was even 
further complicated by the fact that there was no precedent 
or history of expectations with regard to the role and 
therefore the 'role* required establishing as much as the 
incumbentso Until they has been proven effective, both, 
role and incumbent still had large question-marks concerning 
their necessity® Accordingly the personality factor was 
given even greater opportunity for expression than in 
situations where the 'role* had transcended various incumbents 
and there were expectations made of the role irrespective of 
the incumbent.
New role incumbents are obviously undergoing a critical stage 
ill their early days and weeks of the process and it would 
certainly appear that the individual personality would be 
more likely to influence oi* to be influenced by behavioural 
expectations in this stage than in subsequent months and 
years. However, the process does not suddenly conclude, but 
continues, affecting and being affected by the dynamics of 
the actors in the situation. The 'process* thus assists in the 
explanation of the continuation of normative structures and of 
the addition of new norms or the expiration of old ones. In 
terms of the framework which we have developed it should now 
be apparent that the process also relates to informality and 
dissensus behaviour moving through a normalising process by 
the various actions pursued by the role incumbent and becoming 
part of the formal, consensus organisation. Thus each 
individual is assisting the shaping of tho social organisation 
by virtue of tho nature of the 'incumbency development process' 
which he undergoes. The contribution to that shaping is again 
a basically unpredictable phenomena because of its dependency 
upon circumstance and the relationship between immanent 
processes and the forces which transcend the situation.
This process would appear ripe for further development and 
the potential for more research seems to suggest the threshold 
for revealing far greater knowledge about behaviour in
159'
organisations without adopting an-exclusively behaviourist 
approaclio It is possible that there are identifiable stages 
in the process and that there are variables and factors which 
are more significant in particularly the constraints
impinging upon the incumbents. The reseai'Ch, in introducing 
the concept has atternpted to retain the essence of a dynamic 
process which major variables and significant correlations may 
conceal. It is hopefully not just a descriptive method, but 
an analytical tool of heuristic value and integral Irapox'tance 
in the building of theories of organisational beliaviour® As 
with other researches, if the effect of tliis concept and the 
processual framei/orlc suggested in this study contributes to 
further clarification of organisation studies then a major 
task has been achieved. Definitive studies are unlikely to 
meet with other than destructive criticisms whilst perhaps 
studies with the intention of removing some of the confusion 
and injecting some stimulants in the form of new concepts may 
meet with criticism which is more constructive.
The ideas and concepts used in this research have boen 
synthesised in a 'model* of organisational behaviour. This is 
essentially a diagrammatic representation of the ideas because 
the emphasis has been ai/ay from mechanical relationships, Tho 
purpose of such a representation is therefore to clarify, 
simplify and summarise. The theme of the research remains 
implicit in this representation and that relates to its 
processual contextual nature. The labels are notional to the 
extent that it is the perceptions and meanings wdiich actors 
ascribe to behaviour which have been constructed in this work 
to form a generalised framework contributing to the 
understanding of organisational behaviour.
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POSTSCRIPT
Since concluding tlio empirical studies a substantial period 
of time bas elapsed and there have boen developments in 
the airline company with which tho researcher has kept 
abreastc Indeed, si' ce the original s(udy there has been 
continued contact with many of the respondents in Company *T ' 
and with tJie support services department in particular. This 
gives at least a partial, longitudinal aspect to the research 
and allows for a further examination of tlie 'processual 
concepts' and their implications. Ironically^, and sadly 
for those concerned, both Company *T* and the pilot study, 
Company^ ' F ' , have had redundancies. Company ' T ' suffered a 
severe recession in 1 9 7 '^ following increased oil prices and 
a decline in passenger use of the airlines generally^,
Accordingly in the autumn of 1974, some 800 staff were made 
redundant. This had severe repercussions on company morale, 
particularly because in the process of declaring the 
redundancies the company appealed to the government for 
financial support and failed. Until recen tly^  it was feared 
that this series of events could lead to absorption with 
the major national airline. Government announcements liave 
now shown those fears to bo unfounded and the independent 
future of the company looks more secure.
It would be possible to conjecture about the fact that the 
company faced hard times and that some of the observations 
about the organisation referred to in the main text of tliis 
research gave some indication of organisational wealcness,
Sucli conjecture is not realistic and would hold no substance. 
Further, this research has partly decried the ccncorn 
organisa Iional studies have shown for managerial problems of 
efficiency-. Instead, attention will be directed to observations 
relating to tho procod rhg arguments.
In tho support services department of Company 'T', so far as 
is known only one man.]ger was made redundant « Despite 
considerable constori aticn about tlie role and need for the 
duty controllers the function was retained, although the 
redundant managei' was a controller. The fact that the
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support services departincrrt suffered little because of the 
redundancy may well liavo boen duo to the depar Inr-ui Lal 
manager and his repor bi sip: director both receiving 
substantially larger empires following a post-redundancy 
re-organisation„ The handling of tho redundancy was such as 
to avoid any real degree of fantasising or of staff developing 
insecurity abiut the fut are, At rhe time of redundancy and
shortly after tho trauma that it caused, the managers
appeared to retain their commitment and crmtinued to bemoan 
their organisational inadequacies.
The organisaii(,n functioning has not changed that mucli in
the last two years. A change of geographical location for
the sup])ort services department has not fundamentally altered 
working I'O la tiens. The duty officers still feel tliat they 
lack sup-j^ort for their role and that the author! ty boundaries 
remain poorly defined. Indeed there remains somewhat the 
contradictory view that to define the authority boundfiries 
more rigidly i/ould deny the flexibility of intervoniion by 
senior management. Senior management tend to refute tlie se 
feelings of lacic of support but nevertheless appear to have 
done little to remove the issue. Interestingly, some of the 
duty officers felt that their presence in the job was based 
on inertia and that the internal management relations were 
beyond redemption, A state cf semi-normlessncss appeared 
prevalent for some and was only overccnie by the rejuvenatioj] 
of their ranks with new role incumbents. This state was 
expressed by some duty officers in the tone of 'not really 
caring', of ' having tried in the past but learnt thr.t 
authority has proved stronger' and subsequently deciding that 
a more peaceful existence i/ould bo achieved by conforming 
more rigidly to extant expectations. As mentioned in the 
main text of this research, the new incumbents wore not 
always aware of the past experiences of their cc-role 
incumbents and t’ crefore their behaviour i/as lors contaminated, 
Thus the perpetual battle-ground over w.at the term 
'authority' stands for and its impersonal nature riding 
roughsliod over vari ous ac tors remain (al a constant situation.
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The noj-’ni implicitly conveyed to those incumbents was however, 
•try, and discover what it's like to fnil& • There exists
an essonti c ] ly defeat.ist norm wliicii apparently is the 
environment senior manr.gement expect.
The observaiicnal ditficulty is to know to what degree these 
norms and beiiavi( urs a e a funct l-'. n of environmental 
circv'nistances and transcend individual variation and tho 
degree to which they are determined by individual attitudes 
and orientations. In the period of about three years during 
which this researcher has had contact i/itthose managers 
there have been few changes of personnel and therefore the 
same basic personalities have boon present. The departmental 
manager lias effectively assumed greater authority and the 
•old* divisional manager has boen given an apparently side­
ways move. Thus the political system (Burns) has liad a 
significant impact on relationships and structure. Iloi/ever, 
the same managers still control the support services 
department and must evidently have a direct bearing on the 
interactional and attitudinal climate existing in tho 
department. Tho extant organisa Lion is bolstered very 
substantially by a directive managerial style and a 
significantly personalised situation. It would appear from 
these observations that the process of development has 
therefore been very much influenced by cultural organisation 
norms rather than by the explicit definitions cind 
X^rescrij^tions of the 'formal organisation,'
Indications of some of these normative expectations persisted 
especially in the area of industrial relations. In the 
support services department tlio industrial relations record 
is distinctly poor. Scapegoating is commonplace, with each 
level of management denying its rosx>onsibility for the 
situation. In classical 'Donovan' terms, problems are- 
usual ly solved 'informally.' Nevertheless, there are clear 
normative exiiec tat ions tliroughout the hi erarchy and 
ax^i^arontJ.y between management and unioiis. The most obvious 
of these is the need to express strength in different 
situations, thus creating con.flict and win-lose orientations.
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Des]plte having a fairly sophisticated system of formal 
procedures, a pattern of normatively acknowledged behaviour 
has emerged, much of which ignores formal arrangements* It 
was revealed to the researcher for example, that restrictive 
practice agreements existed quite extensively in some sections 
of support services. Examples were rife, although referred 
to with some caution by managers, especially in the catering 
and baggage handling sections. Refusal to assist in rushed 
situations, refusal to lift items above a certain weight, 
demands for minimum manning and lack of co-operation were 
all typical restrictive practices supported by 'agreements.* 
Using the categories of this research these 'agreements,* 
(which are probably not written and are therefore implicit 
understandings) would bo considered as 'ordinate* informal 
social behaviour lacking total consensus. In fact they 
verge almost on the 'deviant* because the reason they failed 
to achieve consensus was through the disapproval of higher 
management 0 This disapproval exists because the restrictive 
practices negate the achievement of organisational goals. 
However, higher management is not included in the 'immediate 
role set* and for the significant actors in these localised 
agreements, the limited consensus is apparent and some notion 
of peaceful co-existence is temporarily achieved.
Further problems with management and industrial relations 
occurred over the lack of clarity of authority already 
extensively referred to in the main text. Thus middle and 
lower line managers still found themselves being overruled, 
and failing to gain respect from shop stewards because they 
felt they were undermined by senior management. This very 
much explained the disillusionment referred to earlier.
At the same time the controllers who, it should be remembered, 
had only just been appointed at the commencement of this 
research, remained somewhat enigmatic in thdir organisational 
role® Junior line management and supervision had come to 
treat the controllers as a rather unnecessary addition to 
the operation, and failed to see why they existed. In a 
sense this was to the credit of the controllers in carrying 
out their explicit function with the minimum of interference 
although it therefore meant giving the impression of being 
superfluous.
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Some dirricultles persisted in the relntic nshj.ps wi i h other 
deparLmonts and it is in this respect that varit us significant 
changes wore being sought. These changées had elements of 
political in-fighting, of personal achiovemont and of logical 
role extension. They concerned the Cargo and Engineering 
do]Dartmonts both of i/honi had regular cc ntact with support 
services in •the letters area of r'asponsibility. If the 
controllers could demand more direct control over Cargo and 
Engineering at thoir source rather tlian just on the ' ramp' 
area then this 1/ould enhance the status of the ccntroller 
role and of the role incumbents. The potential gains were 
thus significant for this particular department, just as the 
potential lo5s of authority was significant for the other 
departments. Evidently, in the first instance this v;as to 
be of sufficient importance to 1/arrant a board decision. 
Meantime, the informal, processual activities were making 
an impact on the political argument. These informal 
activities took the form of interdepartmental haggles over 
incidents of overlapping responsibility and impingement of 
decisions on each other's departments. Essentially, these 
issues were expressions of the process of pushing cind 
resisting transfer of departmental authority. They were often 
trivial daily issues of a simple interactive nature, but 
were interpreted as part of a larger framei/ork.
It can be seen therefore, that activities mentioned in tho 
main text continued temporally to illustrate the importance 
of the informal and formal relationship. Formal organisation, 
it is maintained, can only bo effectively appr:elated and 
understood if tho interactions and meaningful activities 
of tho actors are respectively associated with the nature 
of the formal organisation. It appears important to 
acknowledge a personalised aspect as an inherent but 
continously changing element of the formal organisation.
This changing element is then most significantly affected 
by the behaviours enacted by various individuals as a part 
of the complementary concept of the informal. By such an 
analysis it may be possible to see value and relevance not 
merely through the revival of these much used and abused 
concepts, but also through the conceptual enrichment achieved, 
by elaboration and the suggested fluid interaction of 
complementing one concept with the other.
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Appendices
A» Hypothèses
B« Diagram of 'ramp* operation from P.I.P. (Company *T')
Co Diagram of services provided by 'supportservices' department - from P.I.P. (Company 'T')
D. Organization chart (Company 'F')
Ee Job specification of stock controller (Company 'F')
Fc ISales organization chart (Company 'T') andnSupport Services organization chart (Company 'T')
G* Controllers (ramp) terms of reference fCompany 'T')
Ho Letter of introduction (Company 'T')
1 o Transcript of interview with Support ServicesMan ago r (parti a1)
Jo Transcript of interview with Sales Manager (complete)
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EXPLAN Al'RT y  NOT TS FiY- A TP EN Q IC 'OS
These appendices are l a r g e self-explanatory. The hypotheses 
(Appendix 'A') v/ere those originally identified in the 
earliest days of the research and are of VL,lue in the sens ■ 
of illustrating the initial areas of focus. Subsequently, 
many of the hypotheses were discarded as being arrolevant 
or tc.'O simplified. Others hoi/ovor, have been referred to 
in the main text.
Appendix *B’ illustrates the major functional responsibilities 
of the support services department in the * ramp' area.
Appendix 'C ' illustrates how the services provided on the 
'ramp' area are seen to relate to the aircraft. It is not 
difficult to observe the importance of organising the 
co-ordination of the services. The P.I«P. report analysed 
the time required for each of tlio so services and reports ai'o 
made every day for any delays.
Appendix 'F ' is an abbreviated version of the company 
organisation charts.
Appendix 'I' is part of an interview recorded with a middle 
manager in support services,
Appendix 'J ' is a complete interview recorded with one of 
the Routes Sales Managers.
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HYPOTTIIOSrOS APPENDIX 'A'
Inciividual/corporo.te - goals
Authority
Groups •“ group formaticn
Normative structures and their process
Informa.1 ' behavi<-u
Power
Roles/role relationships
Extant organiaatJ.c;n
Inter dopto co«oporation/understanding
individual/co::po :ate goat..s
1 «, That the element of inl'ormal behaviour within
organizations is related to the extent te which individual 
and organizational goals complement one another.
2o That individual goals and corporate goals will be
identified as being complementary only when the informal 
system is weak. ¥hen the informal system is 
influential and strong the division between individual 
goals and corporate goals is more likely to be greater.
3o That the reason why corporate goals and individual goals 
may give rise to a greater corporate identity relative
to the position of rho individual in the management
hierarchy is a function of differences in the identificaticn 
of what the corporate goals may be.
4 o That where (stated* organizational goals command few 
organizational resources, individual goals are 
substituted which at times of conflict between goals will 
have priority over the (stated* goals.
AUTN OK ITY /r 01 Ai ALTTY /LEG JT1>! A GY
5o That the authority of specific roles may be frequently
altered b^ ' means of a process of non-norm ativo bcliaviour 
becoming normatively accepted over a period of time.
6® That authority is only meaningful in an organization in
terms of how it it perceived and used as related to 
specific roles. To this extent, authority is as much
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a function of the incumbent as of the role.
7 e That the l:lmj.ts of .-ruthci'ity of specific roles .remain
indo t''rminat e until sanctions arc brought to bear. Such 
saneti(ns will then make explicit the limits of such 
authority.
GK 1 PS
8 a The f ormation of groups may merely bo a process of 
institutionalizing the non-normati.ve behaviour in a 
manner effectively contributing to organizational ends.
9o That "the maintenance needs of the sub-units (groups) 
dictate a commitment to the sub-unit goals over and 
above their contributicm to the total organization 
IDrogn-airane 0 " (March & Simon)
Power
10c The stronger the basis of power the greater tlie power.
11c Range of power may vary greatly but in general, referent 
power has the broadest range.
12c Any attempt to utilize power outside the range will tend 
to reduce the pow-er.
13e That the ability to increase power in the situation is 
determined by the nature of the dependency relationship 
indicative of that power*
l4o That the incumbency development pattern is a function of 
the power relationship affecting the incumbent.
13» The degree to which the incumbent of a role may bo able 
to change aspects of the situation is determined largely 
by the relationship of the "immanent" to the 
"transcendental".
Role/Role Polat i onsiij.ps
l6. That the undors t andii ng of a role and its relat i onships 
wit other roles is tlie function of a number of 
unspecified or unstructured processes, implicitly 
conveying meaning and. understanding to the incumbent of 
that role.
171
17® That an extensive in fe rma.l system deni os role continuity 
aricl affects the prov.ess of role learning,
18« That the process of learning job relationships is
essentially a cogniti.vo function of incumbents of roles 
understanding- normativol y acceptable behaviour.
X  -i ' 4
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All I*''11T f)i'l>i:v:AT'l 0\S
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a p p ;:\;d t x  »e *
JOB SiJ:: Cl FI GATT ox
1 c, Title o.r Job : Stock Controller
2 , Ob jc-^c {; i vos of 1:he Job : To ensure that Component and
Finished Goods Stocks are 
controlled at tbe correct level «
To organise and supei^viso the 
officient running of Stores and 
Farehouses.
3 0 0 rga n i s a t i o n V elat i m s  h ± p ; J' o b 11 older is directly
responsible tc. Forks Director,
4 o Main Duties :
i) To cons tant ly observe and analyse the rela ti;,,nsîu.p 
between incoming advice notes and finislied g ods 
stock levels,
ii) To relate the requirement for finished goods with 
planned production end suggest sucli alterations as 
may be n o c e s s ; ; r y ,
iii) To constantly ctieck I'au material stock levels and 
forward orders against the rcqnirement of planned 
production,
iv) To maintain liaison v/i i.h Richmond Office for advice 
note progressing and van delivery schedule,
v) To organise and maintain an eificient Component 
Stores,
v i ) To maintain existing methods and layout of Farehouse 
operation,
vii) To initiate chasing of incoming material vrhon necessary 
and also to suggest the reduction of incoming 
material when necessary,
viii) Security of Farehouse and Stores,
ix) Overall responsibility for drivers and state of 
vehicles and otiior statutory requirements on 
transport operations. 
x) To minimise the cost of transporting goods to 
eus Lomers,
5 o Authority and Decisinns:
i) Au.thority for control of Stores, Farehouse personnel
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throuigb the respective Fo re in a n , 
ii) Assessing priorities, planning of daily work programmes 
iii) layout of Stores and Uarehouso in conjunction with 
Forks Director, 
iv) Discipline of Stores and Fai'ohouse personnel in line 
with Forks Director''s policy.
Limits of Authority:
i ) Authority limited to control of Stores and Farehouse 
and Stock Control personnel and execution of main 
duties,
ii) Level of stocks to be agreed in all cases with Forks 
D:i rector,
iii) Apart from minor shortages all requests for
alterations to the weekly production schedule to bo 
made to the Forks Director, 
iv) Can only dismiss or engage personnel after prior 
authority from Forks Director, 
v) Shortages and overstocking to bo reported to Forks 
Director,
vi) No authority whatsoever over Production Personnel,
vii) Any requests for alteration in Sewing Loom Programme 
to be made to Fonrks Director,
Effects of Unsatisfactory- Decisions :
i) Delay in despatching finished goods,
ii) Stoppage of production, 
iii) Fcistage of Company resources, 
iv) Increase in indirect labour costs, 
v) Increased cost of transportation.
Performance Crltoria;
i ) Speed wuith which orders are despatched,
ii) Amount of interruptions to Production due to shortage 
of components,
iii) Comparison of actual and stipulated stock levels,
iv) Comparison of Labour cost of Warehouse and Stores with 
previous year,
v) Tidiness of Farehouse and Stores, 
vi ) Amount of physical daiiicige of Componen ts and Finished 
Goods,
177'
vii) Losses of Components and Finished Goods,
viii) Morale of arelious c , Stores and Stock Control personnel
ix) Cost of despatching goods.
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APPENDIX »F-I’
COMPANY *T'Airline)
SALES
GENERALMANAGER
ROUTESSALESMANAGERS
ROUTESSALESMANAGERS
SYSTEMS SALES MANAGER
CHARTERSALESMANAGER
WESTERN HEMISPHERE SALES MANAGER EASTERN HEMISPHERE SALES MANAGER
COMPANY 'T' 
(Airline)
SUPPORT SERVICES
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APPEN JlX * E'II?
MANAGERGROUNDOPERATIONS
MANAGERSUPPORTSERVICES
SUPPORT SENIORSERVICES SUPPORTCONTROLLER SERVICESOFFICER
SUPPORT SERVICES DUTY OFFICERS
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APPENDIX 'G:
INTERNAL MEMORANDUM
From: Manager Ground Operation To
Date: 19tli October, 1972
Subject/ref: Files150
Directors 
General Manager: 
Senior Managers
DUTY RAMP CONTROLLERS
The training programme for Duty Ramp Controllers has 
now been completed and coverage will start immédiately»
Initially Duty Ramp Controllers will be on duty from 
O 7OO-2 3OOL daily, full 24<=»hour coverage will be given in due 
coursee They will be based in Service Control and contractable 
through the usual Service Control facilities*
A copy of the Terms of Reference issued to the Duty 
Ramp Controllers is attached for your information* It should 
be noted that they explicitly require - that priorities be 
allocated through normal Departmental channels*
I arn sending extra copies of this memorandum to the 
Heads of Department actively involved in the Ramp Operation 
so that copies can be passed to junior management and other 
staff levels as is felt necessary by the Department Heads 
concerned *
Signed * *
Manager Ground Operations
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APPENDIX fG !
TERMS OF REFERENCE 
DUTY RAMP CONTROLLERS
The Duty Ramp Controller is a member of the Ramp 
Operations Branch of Ground Operations and is directly 
responsible to the Manager Ramp Operations* However, 
when on duty he is required to act in an impartial 
multi-departmental capacity in order best to serve 
the overall interest of the Company*
Whilst on duty the Duty Ramp Controller is responsible 
for g
(a) Planning and Directing the overall deployment of
o e o e o resources in the Gatwick ramp area so as to 
achieve the planned and/or amended ramp operational 
programmes of « * * *® and other operators handled 
by c o o o e
(b) Allocation of priorities, through normal Departmental 
channels, for work on the ramp and for the associated 
deployment of manpower, facilities and equipment*
(c) Foreseeing the effect of programme developments 
that could disrupt the Gatwick ramp operation and 
planning and initiating, in conjunction with 
Manager Movement Control, the necessary preventive 
action *
(d) Co-operating in full with the Manager Movement 
Control who has overall responsibility for the 
Company programme, to ensure that operations on 
the Gatwick ramp contribute maximum assistance to 
the execution of that programme*
Duty Ramp Controller must, specifically;
(a) Maintain a visual display of the actual planned 
programme of ramp operations on a continuous
48-hour basiso
(b) Maintain suitable contact on ramp matters with;
i) Managers Movement Control and/or 
Flight Watch Duty Officer*
ii) Line Maintenance Superintendent and/or 
Station Engineer^
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iii) Rarap Duty Officer
iv) Traffic Duty Officer
v) Catering Duty Officer
vi) Flight Despatch
vii) Aircraft Commanders
Suitable contact is defined as the contact necessary 
to ensure that ramp operations are conducted with 
maximum efficiency but without conflict between 
the requirements of Manager Movement Control and 
the Ramp Controller»
j(c) Ensure that their contact with Manager Movement
Control includes advice as to the inability of the 
ramp to cope with planned and/or amended programme 
requirements *
(d) Ensure that the requirements of the customer have 
at all times their rightful place in his priority 
considerations*
(e) Ensure that * * * * @ maintains the best possible 
relations with the BAA and other agencies in 
respect of operations on the Gatwick ramp and that 
we receive the co-operation due to us®
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APPENDIX »IF
From: Executive Director Industrial Tog See Distribution
Relations and Personnel
Dates 2 6 ,9 =72  
Ref g RFHD/KWG/rt
RESEARCH PROJECT
Mr® Pat Colville of Roffey Park Institute of Management 
Training is conducting research into various aspects of 
Management for the purposes of a higher degree at the 
University of Surrey* o********************* have agreed* 
through the Managing Director, to co-operate with these 
enquiries and to give such reasonable assistance as may be 
possible*
The■departments of particular interest to Mr, Colville are 
the Sales Division, Commercial Division, and Support Services 
of Ground Operations* The researcher is particularly 
interested in examining the roles of managers at all levels 
and the relationships of managers to their jobs and to other 
managers* The enquiries will entail interviewing with most 
managers in the departments concerned « These interviews will 
be of an informal nature*
It should be emphasised that information revealed by the 
research will be strictly confidential and that there will 
be no reference to either individual or company identity*
Mr * Colville will be visiting the Company to tour the 
Departments on the afternoon of Monday 2nd October* You are 
asked to assist his meeting the Managers of the appropriate 
Departments and to provide reasonable access in the future *
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If further information is desired or there is an interest 
in discussing the research please contact either Mr® Colville 
at Roffey Park Institute or the Training Officer, Personnel 
Dept o
Signed O d A d â O Û O â O O O O
Distribution g
Managing Director 
Marketing Director 
Production Director 
Operations Director 
Commercial Director
General Sales Manager 
Manager Ground Operations 
All Managers - Commercial Division 
All Managers - Sales Division 
Manager Ramp Operations
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APPENDIX *1*
Interviewer
Manager;
Can you explain your impression of the order 
of hierarchy in the company?
The Chairman of course in One*
Do you want to start at the top with®**®*,®?
Or just as far as Support Services is concerned? 
We have Mr® « ® ® ® , Chairman, Managing Director,
Mr Guy o®,®*®®, then we have Mr® ©o«.®«.oee, he 
would go in number Two, then we have Mr® ® *,® ® © 
who would also go in Two, then we have Mr® 
Manager Ground Operations, he would go in 
number Three — no I will change that »• he will 
go in Itvo, I think if you put those last three
in Two, that would be a fair comment. In Three
you would have Mr® © ® ® ® © Do you want .all the 
other Managers within the Department?
Interviewers Their positions, yes, working down
Manager s Well Ground Operations takes in quite a few 
Managers® Mr® ® ® ® ® ® would be in Three, I would 
go in Four, under Four you have Duty Controllers, 
although Duty Controllers are an anomaly themselves 
because they are not responsible for any 
Department at all® They are only responsible 
for determined priorities and for placing manpower 
and equipment at any given time to achieve the 
Company*s programme® So to a degree they are an 
anomaly I think® Five would be for the Duty 
Officers who are responsible overall for the 
operation, and under them in Five you would have 
the Supervisors®
Interviewers You consider both of these as levels of Management?
Manager Yes, because the Supervisors of each Department 
have one of the hardest junior management jobs®
By that, I mean they are responsible for the 
staff and they are responsible to the Management, 
they also have a very high relationship with the
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staff because they az-e their immediate working 
boss® So to a degree they are split right down 
the middle between Management ana staff, but 
they must, by their title lean towards the 
Management® On Managerial number Six would 
come the Assistant Supervisors and S04, SA,
SO5 *s plus the Industrial staff®
Interviewer; Is there any way in whicli you could have learnt 
that Management structure or any way in which 
it was conveyed to you? How do you know that 
is the structure?
Manager; I suppose because of my working relationship
with them® I deal with, at certain times, almost 
all of them except for Mr® ® ® ® ® ® ® ® ®, Mr® ® ® ® ® ® ® ® « 
tends to delegate through Mr® ® ® ® ®.® ® ® ® (the 
director) , I have dealt with Mr® © © » o-» = © « , I 
have stood in for (my boss) because on one 
occasion Mr® © ® ® « ® ® ® ® ® was on leave and I had
to deal direct with (the director)© As a working 
relationship I suppose we have quite a close 
relationship, because all our problems, if we 
are going to have problems, it is usually an 
industrial problem, and then we start worrying 
a bit, a tremor is felt, and I would say we 
have a very close working relationship really®
Interviewer; But nobody has actually spoken to you with regard 
to the structure of your working relationship?
Manager; Yes, I have seen the family tree, it has been
published®
Interviewer; But as far as that goes, has this been
explained to you at any stage in your working 
relationship?
Manager; Yes, we had a shake-up not so long ago with
(a Director) who was, I am not sure of his title,
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but he was in fact what Mr® * * © * * is now, he has
gone up to Managing Director© M-: * © © © » © has gone
down into his slot, or across and up to his slot, 
and that only happened a couple of months ago, 
but it hasn*t affected us so much because we still 
have got an intermediate Management that we had 
before ©
Interviewer; Who did this explanation, when did it happen?
Manager It was published in the Company Paper, it was 
also sent round in the Bulletin© I also had a 
chat with, well I heard about it before (my boss) 
because he was on leave and I told him about it©
Interviewer; You had a chat with the Directors?
Manager Yes, they came round and introduced themselves 
as well©
Interviewer
Manager
What would you describe as the major objectives 
of the Company?
To offer an efficient and safe passage to the 
general public and to cargo, to the general public 
for passenger services as well as freight, 
basically that is it© We have to compete and we 
have to be competitive, and basically the way to 
be competitive is to prove how good wo are© The 
only way to do that is to try and achieve 
scheduled departures and arrivals©
Interviewer; So the service for you is paramount, really?
Manager Well it must be, there are so many Airlines in 
the World, it doesn*t matter whether you travel 
on Quantas, BOAC, Pan American, TWA,you have got 
to have good services* By service I am not 
talking about Air Hostesses necessarily, the 
passenger, when he goes along, possibly to an 
Agent, and the first time if he has never flown 
with us, the first impression he gets is when 
he checks in © If you have got a girl who 
basically isn’t really that interested on that
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day, then you can disillusion that man for a 
long time from the word go about our handling© 
Likewise, it is the little things that could - 
if you just smile at somebody, I know this from 
when I was in Traffic upstairs* If you go to a 
passenger, that to him is a lot, but to you is 
next to nothing; by that I mean if you just go 
and have a chat, possibly, or you explain something 
to him like you give him every assistance, 
obviously, but the Ixttle things because every 
airline is basically the same, it is the little 
things that count* Every Airline gives the same 
rubbishy, goods. Flying, really is the Public 
Relations M a n ’s dream; because i t ’s so boring 
that every advert you see; fly the smooth VC10; 
the beautiful jumbo, they are just selling an idea.
Interviewer? May I ask you then a few questions specifically 
about your own job now, what are your particular 
duties?
Manager ; I am responsible for all the staff of Support 
Services, administratively; I am responsible 
operationally for the Duty Officers down, taking 
in all the people I would normally call clerical 
grades and the industrial side©
Interviewer Can you go into a little more depth - this 
responsibility what does it entail on a day to 
day basis?
Manager On a day to day basis, it is monitoring leave, 
sickness, privilege flights, rosters, at all 
times, discussing or negotiating with Unions, 
and responsibility really for effective 
communication between myself and the staff that 
I am responsible for© My job at the moment is 
to reach them^the communication must come up, 
obviously it is going to come out from me, but 
I am trying to teach them, in fact I can say it
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better by saying what I have said to them; that 
the Duty Officers are very good at listening, they 
are extremely good at talking, they are good at 
looking, but they are very, very bad at writing® 
They do not give me enough information, I must 
have information to do anything, at the moment I 
am being starved of it, I am trying to get them 
on a wavelength as a working group, as a working 
group of men to communication from the Supervisor, 
to the DO, the Duty Officer to the Duty Controller, 
that is on the operational basis® On the 
administrative side I want them to tell me anything 
that they think 1 should know about®
Interviewers Does this also go for their relationship with the 
Controllers, because their function is dependent 
upon information?
Managers No I d o n ’t agree®. This is another thing I am
taking up with them® If you have a situation 
where you have the pyramid; you go from the 
Supervisor, or say the Cleric, who then passes 
information to his number One, the number One to 
the Supervisor, Supervisor, Supervisor to the DO 
and the DO to the Controller® Now if everybody 
is voluntarily giving information, feeding 
information to the man above, you have a flow of 
constructive, detailed information® By this 
constructing of detail, this would be sieved as 
it went up, the necessary would be taken out by 
the person who should take it out, so that in 
fact the DC (controllers) should only receive 
concise reports that are constructive points and 
all the Departments it has gone through would 
have sieved out that which they required. You 
have voluntary information going all the way up, 
but if you change it round where the DC is 
chasing the DO for information you are over 
working him because he must be in communication 
with other Departments, he must be in contact
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with the Manager, Group Control, Engineering, and 
various other areas® So he hasn’t got time to 
chase around he mast be fed the information*
Now, likewise, if he is chasing the DO, the DO 
must be chasing the Supervisor, so it is a vicious 
circle on the way down, because if the Controller 
is overworking himself, the DO is going to have 
a damn sight harder job because he has got a 
much bigger area of responsbiility and he is 
going to have his work dealt with and certainly 
the Supervisors are not feeding information, he 
is having a hell of a job chasing around everybody 
instead of doing the work he should be *
Interviewer: So i t ’s important that the Controller gets
information, that it comes up to him? In the 
same way as it comes up to yourself? •
Manager: Information is imperative©- I come in in the
morning, at 9=00 o ’clock© Now let’s just say 
for example, the Loaders have had a problem, that 
they decided to walk off a job, even if it is 
only for an hour, I must know, I have to know, 
one assumes that they would telephone me at home, 
if it happened, but they don’t necessarily© This 
is where it goes wrong, this is where the system 
breaks down, and if (my boss) or (the Divisional 
Manager) was to say, "Why did the Loaders go off 
the job for an hour?", I would have to bluff, 
and try to find out, cover up ; I shouldn’t be 
put on a spot© My attitude is that these men 
have got responsible jobs, they are paid adequate 
salaries for it © I don’t think they have been 
brought into line enough to show where their 
faults are© But this is my job now© The Company 
has had a very bad past where I d o n ’t think they 
have told people where they are going wrong, I 
think if you don't tell people wdxere they are 
going wrong as well as when they are going right, 
then they always think they are right© Praise
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where praise is due, but at least tell the bloke 
when he is going wrong®
What you are trying to do then is to get them to 
tell you when things are happening?
Not only that, I am trying to do two things© I 
am trying to get the administrative side up to 
the higher standard© At this particular time it 
is a little difficult because w^ e * re involved in 
so many other problems in the Operation Section© 
That’s One, the administrative side. The other 
side is that I am just trying to get the 
Supervisory levels, the junior Management levels, 
to realise wliat their responsibility is, which 
they haven’t really done as a group© As 
Individuals possibly, but it is very difficult 
working on a 2k hour plot© Because you get Mr© ’A* 
come in, or finish his shift, Mr, goes in to
take over and really all they say is, "Well, this 
is the problem, this has got to be done", they 
don’t really have a chance to sit down and discuss 
the job as a group, and this is where it fails©
They are not on the same wavelength, they are all 
doing their jobs, and I am not saying break down 
their personalities, because you have to have 
personalities on the job otherwise you have zombies, 
but they must, somewhere on their wave patterns, 
crosso
Interviewer
Manager
Do you think that there is a difficulty in 
sections of these people as to the support they 
are receiving from higher Management?
I think there has been in the past© The first 
thing I did when I got this job was to interview 
all the Duty Officers and the Supervisors 
individually© I told them what they could expect 
from me and what I wanted from them© I have also 
lined up meetings once a month as a group when 
the Supervisors can meet, I have asked them to
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submit the Agenda and it can be open house after 
we have discussed the Agenda for about fifteen 
minutes, and they can fire questions that they 
want, to fire* 1 think basically that this is 
where it went wrong before, they have been 
starved of information®
Interviewers And also the ability bo communicate with higher 
Management ?
Manager : 
Interviewer
Manager s
Interviewer
Manager:
That’s righto
So as far as yru are concerned has there been 
inconsistency between the way one Duty Officer 
operates and how another Duty Officer operates 
and also in the sort of support they are getting 
from higher Management? Is this a fair 
assessment of what is happening?
The problem is that it is 'very difficult to get 
operational people together,difficult because 
of the fact of the work, I have made it clear 
when I have spoken to these gentlemen, that I 
am not happy with the standard at the moment, 
far from it, and that I am expecting a lot from 
them, but in return I will back them up, and if 
they have any problems I will do anything I can 
to help, even if they are in the wrong I will 
back them up®
At the same time as you have come in sis a Senior 
Support Services Officer, to try to get some 
clarification of relationships and communications, 
they have also had another level made up as it 
were in the Support Services Control Office©
There are teething troubles at the moment, you 
see the new Controller had no authority over his 
staff at all, other than to say; "that is the 
priority, I want all the manpower on there and 
all the equipment on there *"
Interviewer; Is that how it is operated then?
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Manager î NoJ it is half and half© At the moment we have 
got the individual problem® We have got the 
individual who is not doing what he should be 
doing* This causes aggravation in the ranks and 
this is fed down to me© Now I am not responsible 
operationally for the Support Services Controllers, 
I have no control over them at all, other than 
administrative, Ï have passed this on to who is 
responsible, and we are taking steps to get over 
it * But we do expect it to a degree*
Interviewer You expected what, that they would start making 
operational decisions?
Manager : Well, they are paid to make operational decisions, 
but they are not paid to got involved with the 
mundane operation, but they have been* This is 
fed back to me, which I am quite pleased about 
because at least it shows .that communications 
have at least started to flow a bit, which at 
certain times it hasii’t, but this was fed down 
to mo quite rapidly, about five times now®
Interviower 
Manager s
To your office?
YeSo But on that score I do not think that the 
communication at the moment is good, I have told 
them all that I will not be putting any undue 
pressure on them, I don’t like the work pressure 
but they know what I want, and I know what X 
w^ant and I know what I can get out of them, 
because I know their attitude and their way of 
work because I have worked with most of them®
In t e r vi ew^er But as I see it the whole purpose really of 
having a Controller is that he is able to sit up 
in the Service Control, he is the king pin in 
terms of the operation, in terras of liaison, he 
is not floating around in the way a Duty Officer 
is, so that people do not have to loolc for him© 
He is always supposed to be contactable, but I 
have heard of occasions when the DO was urgently 
required and could not be contacted and then 
sometimes the controllers have taken over®
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Manager: The Duty Officer should at all times be contactable^
he has a staff phone vbicK he cax'ries around the 
whole time»
There are some things that are happening that a 
Controller decides he is able to do something 
about quickly? something he can see in Service 
Contrôle But he should not do itp(tho 
Supervisor in Service Control is the on© who 
should do ito You are talking about a very little 
thing, I should think, going by what I said that 
he could see through the window the Supervisor 
in Service Control is responsible for all the 
Services area, he is®responsible for running his 
Department efficiency, for the required amount of 
manpower and equipment* That is his job to run 
that Department on his operational shift* It is 
not the responsibility of the Duty Controller 
to run it for him*
Interviewers So how are these things happening?
Manager s Basically I can give two reasons, they are not an 
excuse, but I am sympathetic towards them * One, 
is the accommodation alone, which is diabolical, 
but we are looking into that at the moment, trying 
to find where it would most probably benefit the 
Duty Controllers, - it is in a shocking situation, 
it has no privacy whatsoever, or any really good 
working area, and he is, by physical presence 
alone, in the way up there* Obviously, and 
everybody's human, if you have got a Supervisor 
up there who, over the radio says to one of the 
Red Caps "Oh do this", now through experience 
alone the Duty Officer thinks, well that is a 
stupid thing to say, and suddenly chips in, that 
is wrong* This is where the aggravation come in*
Interviewer Is it the case that the DO should be making the 
decisions, in .relationship to the Supervisors, 
but if you make a decision it goes to the Duty 
Officer, and not the Controller?
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Manager: That's right* This is where you have the
situation, and it is an unfortunate one, because 
the duty controllers job is only two months old 
and I expected it, only because 1 know the 
personalities of the Duty Controllers * We have 
got one or two who are very enthusiastic, have 
a great deal of experience*
Interviewers But there has been cui extensive process of
explanation as to what the D u t Controller's job 
is, which few other people seem to have, and 
they have had this long familiarisation,,
Manager; Too much familiarisation.
Interviewer; Is it a misperception of what their role is, 
perhaps Ib^r other people?
Manager No it is note It is that I have turned round to 
the Supervisors and said to them in every 
Department, as far as I am concerned you are 
responsible for your Department, You are the 
Supervisor, I think basically the problem where 
you have Idiis little bit of aggravation between 
the Controller and the Service Control Supervisor 
one, by the sheer physical presence alone, and 
two, because you have got the individual characters 
coming out i-f the Controller in certain instances, 
and also because they dcm’t think or because of 
their past experience in the company, and most 
of them are quite experienced men, they tend to 
jump in and what they've got to do is not jump in. 
They mustn't because the worst you can do against 
any Supervisor is to go against him in front of 
his staff. Once you do that thoy are deflated 
and this is what is happening. Even if it is 
just to say, "Oh I wouldn't do that, I would do 
something 'Ise," it doesn't matter how nicely 
you say it, his ego goes, I don't think this is 
a long term problem, I know that (my boss) is 
having a meeting with them bn the 1st December, 
basically because they have been having problems 
with the communication of the Managers in
Interviewer
Interviewer
Manager
Interviewer g
Manager
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Movement Control as well. There is a little bit 
of aggravation there, I do not think it is a 
group problem I think it is an individual problem.
Of course it is a matter for (my boss) to take 
up rather than myself^ My Supervisors know how 
I feel and I am backing them up to tlie hilt on 
this, and I don't envy them or the Controller, 
because the Controller is in such a bad position 
really, he is in the right place, but there are 
too many people*
I have a few more questions to ask, but I can 
see you are going to be called away so perhaps 
we can come back again.
Continued later
We were saying about the relationship between 
Duty Officers and the Controller, over which 
there seemed to be a certain degree of confusion,
I believe that there was an incident recently 
where the morale of the Duty Officer and the 
Supervisors was felt to be a bit suspect because 
of the changes that had gone on. Was this expected?
Basically I think there were two reasons for this. 
One is the first reaction would be from certain 
Duty Officers who applied for the position and 
didn't get it and, secondly, a lot of people may 
not have agreed with the decisions, of the people 
who had got the job and by their job alone they 
realised that they were going to be under a little 
more pressure because it would be felt all the 
way down,
Was there also a certain degree of lack of 
commitment to the Controller's position? Do you 
think everybody's committed to the idea?
No 9 I think everybody, if they are honest, is 
committed to it. Some of the Supervisors may 
not realise this because they are not in the 
position to realsie the overall effect. If they 
are not, then there is something wrong with their
1 9 7 '
general outlook with the Company's requirements*
I think at first the Duty Officers tended to feel 
a lot of their responsibility was being taken 
away from them* It's not, they've got more 
responsibility. It depends on which way thoy look 
at it. Because they feel that the Controller 
is taking j.t away from them they are, in fact, 
looking at his position in completely the wrong 
light. The DO is still operationally responsible 
although, as I was saying yesterday, there are 
times when thfit responsibility is rather denied 
him because the Controller might become involved 
when he sees things.
The only reason that would be, would be because 
the Controller is in the position where he 
knows the overall position of the Company through­
out “ engineering, catering, crew-wise, every 
aspect he would know. The DO wouldn’t.
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Manager : 
Interviewers 
Manager :
Interviewer
Manager
Now, what I would like to start off with is 
some details of your personal background and just 
also to put you in the picture * First of all how 
old you are?
Thirty-sevon*
And your educationj what is your educational . 
background including, higher education?
It would be the equivalent of, I am not very up 
on terms, the equivalent of American High School, 
because I was partly educated in Brazil and 
partly in Britain* And American School 
standards which I am not sure what they are 
equivalent to over here.
Any higher education, other education?
NOo
Qualifications ?
None a
Previous employment before going to your present 
employer*
It was within the air transport industry with 
two other employers,* * *
In America or******?
In Britain and Canada*
And then to your presentconipany*
I have been with (o**********) on and off since 
the Company started in I9 6 I0 I joined it, left 
it for a short while and then rejoined it* The 
Total of my service is something like ten years*
Any reason why you joined (* o*,****,**) at 
that stage?
Yes, it was being started by people I knew and 
had worked with*- in one of my previous companies 
and I was invited to join shortly after they had 
started up, and it seemed like an interesting 
thing to do at the time*
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It was pretty small at that time wasn't it?
Yes, I think there were about forty or fifty 
people on the operation* Ve had one leased 
aeroplane and everything contracted out? we had 
our maintenance contracted out, the only thing 
we did was buy our own aeroplane, basically«
A bit different now*
Yes, quite a bit.
And 3’'ou joined in I9 6 I in what position?
As a salesman. Yes, one year I went to Canada 
to open thoir newr office - there was no office 
there previously, o, , then, I w^ent to run the 
North Alantic operation, the service operation 
from here. And then one year after that I 
switched from the North Atlantic to the South 
Atlantic,
And they were progressive moves in the hierarchy 
were they, when you went from the North Atlantic 
to the South?
Yes o
Are there an}^ personal ambitions you have at the 
moment, within the Company or outside it?
No big thing at the end of the road, just to do 
extremely well in what I am trying to do.
No seeking higher positions, oven?
Well, I hope that they will come as a result of 
high application.
But they are not sights as it were, not things 
you are particularly aiming for?
I haven't got one particular aim, I don't want to 
be President of the Country necessarily,
OK, And are there any activities you pursue out 
of working hours? Sports, hobbies?
They are mainly placid, spectator roles, I don't 
find myself getting involved in too many sporting
Interviewer :
Managers
Interviewer 
Manager : 
Interviewer
Manager s
Interviewer s
Manager:
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activities; visiting friends, talking, read, 
reading a lot*
Your friends, are they largely people meet
outside the company?
I am afraid they are people inside the company 
or largely,,«
People rn the industry.
Yes* The transport industry, the travel industry.
Is this because in any way the sales department 
is socially orientated, as a part of its 
activities?
I think so, I think it is a little hard to define 
which comes first, where you associated with 
people because you do business with them or you 
become friendly with them and then dp business 
with them* Its a tw^ o way thing, it is a lot 
simpler because of the length of the working day, 
basically, a salesman traditionaU^is never asleep 
on his job, because of the amount of time involved 
in what you are doing* It is a lot easier and the 
line of least resistance to associate with people 
within the industry, because it is very difficult 
to meet an^'one outside it.
Is this literally in your own time, I know there 
are quite a lot of functions going on including 
receptions, etc* Do you spend much time on that?
Yes, well that's if you like* The Company allocate 
time because someone is required to be at social 
functions and promotions at certain times because 
we are keeping our client along*
ke want to hit him from all angles, air cargo, 
selling him seats, whatever he wants, and whatever 
services we have to offer* That is sort of company 
allocated but you also get involved in self imposed 
deadlines I guess, meetings and activities, like 
some of the silly social activities which 3^ ou do 
when you do committee work of an3’- kind, and
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industry oriented organisations*
What sort of things were you thinking of?
I don't do this too much, because I haven’t got 
involved with it over here, but overseas and in 
Canada I found myself sitting on various committees 
for improving customer receptions, at the airport*
Within the company?
No, as an industry, community relations I guess 
you would call it, but i t ’s within the industry* 
And, of course, also one gets involved to a great 
extent in North America in things like fund raising 
and this sort of thing* It has become a part of 
the working life you want to use the working 
facilities to take these tasks forward*
Do }rou find that these friendships and social 
relationships that you have with the company 
members overlap to a certain extent into the work 
you do? Does it affect with your work relation­
ships because you have a personal contact?
Oh yes! Particularly within the company*
How far reaching is that, I mean how far does it 
affect your daily operations?
Pretty much, to start with purely from the 
efficiency point of view, there are an swful lot 
of people that 3''ou don’t have to write to so you 
buzz them or you can phone them, and very quickly 
reach an agreement about something without getting 
involved in meetings and programmes* Of course, 
it is an awful lot easier if '^■ou are talking to 
the chief of another activity, it is very much 
easier to talk with him very quickly and have it 
all implemented rather than starting with his 
people and working up* I find it is very important 
to be on a good basis with all of your colleagues*
Does this sometimes alter a decision making process? 
If there is nobody available to contact, having a 
personal relationship might mean leapfrogging in
Manageri
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order to get a decision?
Yes, that is fair, it is very difficult occasionally 
because the jDeople in this operation travel a lot, 
and this goes right up to the top, the Chairman 
and the Board of Directors * It is quite often 
difficult to get hold of someone, who theoretically 
has the right to make a decision - say "X" and as 
decision *'X" has to be made anyv^ a^ ?-, that is the 
time for making it, and so it is made * Then I 
find I use these relationships for decision* In 
the absence of ray own boss, I will go along and 
talk to a colleague about it and decide what it is 
that we ought to do*
Perhaps we can expand on that a little in a moraemt, 
those decision making acts without authority. But 
before we do let me just show you this, it is a 
description in general terms of levels in an 
organisation, not specifically this one* On one 
side, the left side, there are one to six levels, 
starting with the Chairman of the Executive Board, 
the Chairman of the Company, the Managing Director, 
and so on, one can fit everyone into there* What 
I want to try and do is to ask ’^ou to say which 
level on the Management side from the Directors’ 
down, approximately meets these levels specified 
here* So from the Director, at level one to the 
Marketing Director, the General Management and so 
forth* Through your own position and then down to 
the lowest managerial function*
You mean in this division?
That’s right 5 are 3m  u with me?
Not quite!
This level then approximates to the Managing 
Director and the Chairman, OK?
Right *
Working down through the Sales Division, the 
Marketing Director, the General Manager, and so
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forth, which each of those levels on the structure 
goes in which position here?
Where do they fall? Obviously, the Chairman of 
the Board up there, position level one, and in
level two In relation to this division I would put
the Marketing Director, it is a bit difficult to 
equate, because it doesn't quite describe what he 
really is, with regaras to duties, and so on, I 
would have to in that same level put the General 
Manager of the Sales Division* In levels, 
accommodating three and four, because it does seem 
to descibe the function, I am going to put the 
System and Route Sales Managers of the Sales 
Division - across three and four*
Is there anything between the General Manager and 
the System and Route Sales Managers?
Yes, these guys from the Hemispheres* Well, these 
are the System Sales Managers, as well I would say, 
the two fairly smart fellows are System Managers* 
And then below the Route Sales Managers we would 
have the passenger and cargo sales managers, for 
each particular route, and I would put them here * 
Also in the same level any Sales Executives, 
because that is a dual function there *
OK, and then your own staff?
Then secretarial and what we call Control Staff, 
the Administration people*
Is there any means by which you have learnt that 
structure, whereby it has been conveyed to 3'‘ou?
Yes, Sales is very good about its internal and 
particularly external communications, and 
information communications* I think we pay more 
attention to external communications, but that 
translates itself into revenue; if they are 
operating a new service - you must toll as many 
people as possible* When we make internal changes, 
they notify addresses as quickly as possible*
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I think I could probably tighten up with some of 
the ways in w^hich it is done, but as quickly as 
possible after an^ '- change whether structural or 
affecting the position of people or tasks, I think 
everybody in the Company is informed normally in 
writing, and quite often in a very structured way 
b}^  showing a table of organisation so that we have 
a permanen u view of what is happening*
It is through this process then * « *.» * * * mainly in 
the routed form though, memos and so forth are 
they?
Yes, they take the shape of memos quite often, we 
attach a family tree thing which will tell 
everybody what reorganisation has just happened*
Is there much of a formal communication structure, 
meeting of managers at regular times?
Yes, they happen, but I wouldn’t call them formal, 
we do tend to try and keep them informal, 
particularly in the Sales Division, but it has to 
be that way, once you tie people into formalising 
tasks and start applying manual routines to a group 
of people, outward facing people like salesmen,
3'"ou freeze them in their activities; so everybody 
is left with a great amount of informality and 
freedom to overlap on other people’s functions; 
so there is very good communication, internally, 
it is formal and informal, you get a piece of paper 
and if necessary we got a chart along with it *
But there are times when the General Manager would 
call the people together or see the Managing 
Director?
Yes, obviously these meetings are all called when 
there are very important opportunities or problems 
to discuss* Obviously we w^ill get summonft'l once a 
month to discuss the latest actual revenue figures, 
as against targets, budgets and things, this 
happens, and that can be good or bad depending on 
what sort of month is being reported on* But also
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in the meetings we ti^y to discuss new and changing 
things* The Air Transport Industry is going
through a lot of change right ni/w, new rules and
regulations, new ideas, to promote traffic
basically, so we must have meetings to hear what
is being discussed. Our level one people there, 
with the Chairman and his immediate deputies have 
almost daily discussions with regulatory bodies 
not only here in Britain but in the USA, Canada, 
and these new formula for handling air traffic, 
cargo, this has to be transmitted to us and this 
is how it is done*
What would you descibe as tlie major objectives of 
the Company?
The major objective of this company is to return 
an investment to its shareholders, it is as simple 
as that *
That is the end goal is it?
If it must be stated in one sentence then that is 
it, but obviously other things go along with that* 
It w o n 't be achieved if the people who are trying 
to do it d o n ’t go along with the progress of the 
company, and so on, so all the high blown phrases 
about taking our people with Laad growing with the 
company up as you go along with that, but basically 
it is a return on investment*
And now" can I ask 3"ou a few things about the 
particular role you are now" in, and the relation­
ships you have* First of all the duties of your 
particular job, can you outline what they are?
Yes, they are both administrative and sales, that 
is the accent* Nowadays it is more the 
administrative than the actual going out and 
confronting an actual sales situation, but they are 
to a large degree a liaison of the senior manager 
structure and the overseas based sales people, and 
information and interpretation are the dual set of 
functions 0 From that point of view, allied to that
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and the administration of the sales of this 
particular sales division, there is also the 
responsibility for revenue to be generated in 
Europe and Britain,
And that is within a specific area?
It is a very difficult area to define, w"e call this 
particular area Route South Atlantic; our scheduled 
operation between here and Santiago, S , American, 
And any revenue generated on that Route is my 
responsibility. At the end of the da^^ we come back 
to revenue because that is what the end 
responsibility is.
And this is within an operational sales, an 
operation concerned in the South Atlantic is it?
Yes, that is correct.
What is the structure of that?
On this side of the world, it is quite a simple 
one, it is a question of a Manager, myself, a 
sales executive and a secretary and general 
assistant, that is the people side of it, the 
functions are as I have described them already, 
the revenue and a certain amount of administration.
So you are totally responsible for the South 
Atlantic ?
Yes responsible here, we have dual strip on the 
South Atlantic, in that instead of making all the 
responsibility for revenue rest on one set of 
shoulders, we split it up into two and we have a 
General Manager for South America who is based in 
Buenos Aires whose responsibility is Northbound 
generated revenue.
How do you mean b}" that?
Revenue generated within South America*
And this is Mr * *...... .,?
Mr o yes *
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VJiat is your relationship to him?
I report to him and am responsible for the 
Southbound revenue, the UK and Europe revenue, 
he is responsible at the ultimate for the entire 
revenue on the Route* We do tend to split it 
into two because it is a convenient way to 
handle the problem*
When 3''ou say }rou report to him, is that 
difficult ?
It is a little difficult because our structure 
calls for. a Route Sales Manager to be based in 
Head Office and report directly to the General 
Manager* However, in this case our Route Sales 
Manager happens to bo based in Buenos Aires for 
■ historical reasons* The Route has always been, 
the revenue on the Route has always been, 
produced in the majority in South America, and 
therefore this is a logical place where the 
responsibility for the revenue should lie. 
However, we still need a constant reporting 
situation within the Head Office structure, 
therefore I fulfil that.
Interviewers When '^■ou say you report to him though, what sort 
of matters are }"ou reporting to him on?
Manager In fact, I find myself reporting to him very 
little because we basically get on with our own 
things, and I find myself more in a position of 
helping decisions, helping him get the appropriate 
decisions from the Head Office, tind he will ask 
me to intercede for him on something or other.
I report to him because that is the way the 
structure lies, but in fact we have interpreted 
it in a different wa^r if you like, because it is 
more convenient for him to be responsible for 
Southbound revenue and me Northbound* Even 
though at the end of the day he is responsible 
for the whole business, it just happens this 
way because wo are so far apart geographically.
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What tlien is the relationship between yourself 
and the Hemispheric Manager?
Again, probably it is easier to take a normal 
Route, of course, a normal route, we have a 
Route Sales Manager for Europe and he reports 
to soooeoe.oooeoeasop ttio JCastem Hemisphere 
people, it is quite simple, they are right 
across the road from each other in town* However, 
we complicate things by having reversed procedure. 
The Route Sales Manager in Buenos Aires finds it 
very difficult obviously to report on any 
continuous or regular basis to o****,*****
So I do that, on behalf of the Route; if we
have a Routes meeting here,**** doesn't necessarily
come up to it, I just hold the meeting and
report to ooooooo and 0 0 0 0 0 0 0 0*0 0 0 , and rn fact
behave like a Route Salés Manager although I am
not here*
And this is largely because of the geographical 
splits?
I think so, it would be ludicrous to keep calling 
him up here to appear at meetings which really do 
not need his presence because at the end of the 
day I suppose the authority emanates from Head 
Office, so really a decision might be made without 
him in any case, but he is consulted obviously 
regularly on what happens , as it affects him «
But why this structure then in which you are 
reporting to someone who is geographically absent 
from the situation as such?
This particular Route has a revenue split of 
something like 60/40* 60fo of the revenue is 
generated within the South American side, and 
therefore the weight if you like must be down 
there, to take care of that revenue, to guard it 
and so, whereas the redressing of the imbalance 
if you will, the raising of the 4o^ of the revenue 
up here is regarded as the task of everybody 
at Head Office basically and everybody knows 
about the problem of the South Atlantic and
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there fore we all take part in. solving it, even 
though we might be allocated to other functions*
Interviewers In a decision making sense, do you go to your 
Manager in Buenos Aires or leave it to one of 
the Hemispheric Managers;
Managers The latter because it is more convenient*
Interviewers Do you go to him very often?
Managers Yes, when he is in town*
Interviewers What sort of issues do you go to him on, what
sort of matters?
Managers Well fairly important things I guess, basic
things which I think would require his attention 
because they might affect other company activities 
■ or they might require company funding to a degiee 
that I might not be able to authorise* Basically, 
I know the things I think I ought to consult him 
on, I couldn't describe to you* I know basically 
what is within the limits of my authority and 
so I go to him for anything outside of that*
Interviewers And you sa}  ^ for instance, company funding
determines these limits « Is there a certain 
point at which you have to go to him to get his 
agreement?
Managers No nothing formal.
Interviewers How do you know then, when you should go to him?
Managers It is not a question of getting a figure and
saying, look it is over.£4,000 I must go to 
him or something of this nature, it is really 
saying, well this promotion might get deeper and 
deeper and I might need greater and greater 
finance, and more and more resources, which ma)" 
have to be provided by somebody else in the 
company* Therefore this way he becomes involved 
because the company as a whole, rather than a. 
Route, becomes involved, so I go to him for 
anything that I would personally feel to be 
outside of my scope*
Interviewer: But what exactly is this sort of feeling, how
do "^■ou get to this personal feeling?
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Managers I suppose it's a question of past experience, it
is a question of knowing the people you are 
working with, I know how feels about
a variety of things, various programmes, various 
types of traffic, various markets; I can think 
for him because I have seen him make décisions 
in the past, because w"e have been working closely 
with each other for a long time.
So in a certain area if you know what his decision 
will be you will make it?
Yes* The idea is to go ahead and make as many as 
possible without keep referring them because that 
can bog things down, and it's the old story if 
things go well you get a pat on the back, and if 
• they don't, well every now and again )"ou get a 
kick anyway.
Interviewers Has that been one of the reasons for the recent 
upbmiding by * . . . * * * . * .
Interviewer :
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No, I don't think so * I am not deterred by that, 
personally*
You are deterred by other things?
I think again )"ou are deterred b)" experience, 
you know that each certain type of promotion or 
a certain type of venture into a new market 
might go like the one that didn't go well at 
sometime in the past, and therefore )"ou are going 
to be cautious about it, you want to consult 
someone about it, I might npt consult the 
Hemispheric Manager about it, I might go to one 
of the other fellows on the same level.
That again is because you know he might have an 
answer?
He might have in his background, or I might not 
have it in mine, he might have an anwser.
And you discovered this particularly of the 
relationship you have built up?
I think so, yes. I think the relationships here 
in this particular building are very good and 
enable us to do that sort of thing.
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How effectively do 3/^0u feel this works?
It works well enough, I don't think there is any 
magic formula for making decisions, one knows at 
that certain point a decision would require this 
type of authox’ity, whatever it is, and at the 
end of the day if it is a very major one it 
would need the Chairman's Executive Committee*
It is really a question of referring to the 
appropraite person* I guess that's what it 
amounts to*
When you say that on some decisions there are 
implications for other parts of the company, 
perhaps for the whole of the company, I presume 
there are some decisions which you make which 
even so haven't?
Oh yes that's true; the kind of decision I was 
talking about would be something where somebody 
else in another Department who has already, if 
)rou like, allocated all his resources, then is 
asked to produce two more people and we have to 
make some temporary departmental changes* If 
there is a charter job though for example, which 
comes across my way, then I will get Morris to 
handle it if he is around because he is the 
expert on that side of the thing* To a certain 
extent it cuts across because if we put a track 
on to Rio then it might affect the scheduled 
service on either side of it, of that particular 
travel operation, it might or might not* But 
if it's a specialist thing which charter would be, 
negotiating charter would be, then I would hand 
it over to him, if it is a cargo matter «
What is a specialist thing?
Handling charter is basically a specialist thing, 
it involves getting the authorities outside the 
scheduled services authorities* I mean like 
landing rights and this sort of thing. It means 
knowing what the basic charter rules are in all 
of the countries which are being served, tliis 
information is more readily available to
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than it would be to me, and I wouldn't like to 
assume that Ï was up to date; I really don't 
think I am on that side of the business* So I 
would ask him for help on that; similarly with 
cargo, if some specific cargo authority came my 
way I am not particularly a cargo expert of any 
kind so I would go to an expert fo that advice; 
invariably if it was a cargo enquiry it wouldn't 
come to me in the first place, it would go to 
the cargo man anyway, because they have got well 
connected within the industry.
Interviewers So would you pass on those specialist things,
that perhaps you wouldn't be able to get in that 
particular area, things like charter sales?
Suppose for example there was an enquiry" for 
charter, that might come direct to you, or it 
might come to you through your superior, how" 
would that work out, what'would there be to 
stop two people making enquiries and going 
through the motions for that particular sale?
Managers I think the only occasion where there might be
duplication for example would be if (the Charter 
Manager) is out of town* If he was out of town 
I wouldn't leave the enquiry" sitting on his desk 
I would do something about it* I would tell him 
as soon as he came back so that he wouldn't do 
the same thing all over again, and get on with 
ito But I don't think there is much likelihood 
of that sort of thing turning into competition,
I think it can happen, I don't think it's 
foolproof, our systems do not preclude us from 
doing the same business* I think that is not 
unhealthy, I think it is probably a healthy 
thing*
Interviewer: Even if someone plays you up a bit?
Manager: Well that of course gets a little dangerous, that
is where the close relationships come in, we hope 
we are telling each other what v/e are doing*
Interviewer: How about with reference to the cargo, do 3'ou not
get more confused there because -you are not really 
'cargo' individuals?
Interviewer
Manageri
Interviewer 
Manager î
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Manager :
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Now I am not looking so much for the competition 
or even the overlapping, but how you come to get 
this understanding of your relationship, how 3"ou 
come to know what is a specialist activity and to 
know what cargo charter }"ou won't handle but 
somebody else should do or would do *
I don't know how to explain that to you, it comes 
from being advised formally in writing of various 
people's specialist functions* It comes froîti 
following those, and it comes from dealing with 
the people referred to and judging their abilities, 
and I must admit in some cases cutting people out 
because you don't bhink their specialist functions 
are adequate.
You have done that have you?
Oh yes* You go to where the job is going to get
done. It doesn't happen very often because we 
don't have too much fat available.
Give me an example will you.
I wouldn't like to give )"ou an example but it has 
happened in the past that one particular person 
is introduced as being an expert on one particular
activity and turns out to be not such an expert,
and once you have had a disastrous experience of 
his abilities }"ou go somewhere else in the future* 
It doesn't take very long to sort those problems 
out, because too much is at stake to carry any 
passengers really*
Continue the history of the job will you, do >"ou 
know any thing of the previous history = oh it was 
a new job wasn't it you were saying?
Yes, it is a situation that was established about 
two years ago, the route structure as it is was 
introduced in May of two years ago, of 1971, and 
that was the time when 3"ou should of been here of 
course, because there was an awful lot of 
uncertainty and indecision as to what in fact the 
responsibilities were and the extent of them and 
so on. It has been a question of everybody feeling
15-
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their way* I think that took quite a long period, 
I think it took between six and nine months before 
everybody knew where they really were, because 
they had all been posted from the other side of 
the world and everybody had been switched around. 
That is the history of it as far as this company 
is concerned, it is not unusual practice it really 
relates to the route system as we have it* It 
also really relates to the common practice they 
have in the Foreign Office, where you have the 
Africa desk, the French desk and so on.
So 3"ou were in fact the first incumbent of this 
particular job?
No, of the North Atlantic which I was previously 
doing.
And was there a South Atlantic at that stage?
Yes it's he has been the Route Sales
Manager since we introduced the system, the 
previous sales manager, South Atlantic was 
our cargo man.
So when 3"ou first came in did you then take over 
the South Atlantic revenue?
The South Atlantic from
Interviewer
I see. And was there any way in which 3"ou were 
told the duties of your job?
Very briefly and verbally, but I don't think it 
was completely essential because I think I 
understood what it was before it was explained to 
me, there wasn't anything formal, nobody really 
gets a position paper on.his terms of reference, 
that would tend to circumscribe people a little, 
it is because of this freedom of action and 
overlapping which create a lot of the positive 
things that we do around here. I think if 3"ou 
started to set things up for people it would hold 
things back.
That is the way you prefer to have it, is it, not 
circumscribed?
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Rithin a clearly defined sort of organisation one 
must know where to go if one has to, it is very 
difficult if you are operating on a completely free 
and easy basis because }"ou have to have the 
assurance that certain jobs are being done whatever 
happens, come what may. So this is very important, 
but it has limits obviously.
May we develop this degree of definition? For 
example, do you have the authority to create new 
positions ?
No o
Not in any circumstances?
It is very difficult to say yes or no. I would 
say no instinctively because I wouldn't tend to do 
this without consulting, I might set up a 
situation whereby that would be the eventual result 
and that would be the eventual decision, but I 
think I would have to go somewhere else to get it 
decided,
Have you often had to allocate work and determine 
work allocation?
Yes 0
Within what circumstances?
Within the limits of this particular organisation 
here, which is basically a three person 
organisation. Although of course one overlaps the 
other, and the other allocates to other 
administration people, and other people's staff.
And also in the other divisions?
And in other divisions yes.
And how does that work out, do you - ?
I would doubt that there would be authority for 
that, but it's done, but whether there is authority 
for that I don't know, one just goes out and does 
it o
Ax’0 you liaising very often with some of the 
divisions, some of the production side for example?
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Yes, with all of them really. Because they all 
impinge on one another, -
You do especially on certain flights though 
don't you?
Yes, the ones within this marketing operation of 
course, commercial division, research and development 
and I of course, because we are so closely related 
with the traffic we carry, with Traffic itself, 
with the passenger handling people. And of 
course advertising, promotions, and the other 
people within the division.
How do you feel about how you relate to these 
people? I see it is not in a strict authority 
sense but you are determining some of their worth 
and value; can 3"ou also determine priorities?
For other divisions I think hot, that would really 
be something for their people to decide, but I 
think you can probably establish priorities in 
the sense that, where in the Promotions Department 
is concerned, something needs doing, and you draft 
it out in a hurry, for one particular reason or 
another, it is a question of going along to, in 
this case, ...... in Promotions, and establishing
with him that there is a priority fo»' whatever it 
is you are asking him to do and get his people to 
do it o
Do you relate at all to Commercial ’Planning?
Yes, in so far as Commercial Planning are the 
people who put into effect the changes of schedules 
and changes of operations that w"e need on the 
route, yes, of course, and they are the notifying 
authority for one reason or another if we decide 
to change a timing or a seating figuration on one 
of our scheduled services. They push out the 
paper which will tell everybody in the world what 
is happening in fact. Yes, so possibly we relate 
to them, and they come to us and w"e go to them 
for that sort of function.
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Interviewer: Yes, is that a - I am not quite sure of the set-
up yetp is that the sort of key board? I mean 
presumably somewhere is a place where everyone
Manager :
Interviewer
Manager
Interviewer
Manager
checks in, to find out, where there is 
spare capacity?
any
Yes in Commercial Planning we keep the main 
heading boards, and the forward planning boards 
for the aircraft, and they are responsible for 
that, and obtaining landing rights and various 
other things, and they control the long term 
planning and the short term planning up to three 
days before the operation, then it reverts down 
to operations* So that of course is where the 
central aircraft plotting chart is kept.
And with these other Divisions, is it determined 
for 3"ou whether you go to them or not, for 
instance, with Research and Development do 3^ 0u 
use them as you want to use them or as you need 
to use them?
I am not sure that I understand that statement.
If I want to get information which is basically 
statistical, I will go to Research and Development 
because they keep those records; if I want to 
establish a trend or--want them : to establish what 
a trend is, then I will go to them because you 
can make some very good guesses when you have 
good statistics, however, I can ask them for 
impossible things because I am not always 
completely quite sure on whether they have or 
have not a certain set of statistics, or a piece 
of information and so I might go to R & D and 
ask them for something which I will eventually 
get from either Reservations or Traffic because 
they happen to keep those records* But once 
having found that you go to the original sources*
Have you the authority to reorganise work 
programmes and work schedules?
Yes, within the limits of this organisation*
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OK. And to change duties prescribed for 
particular functi - ns, have )"ou authority to do 
that?
Yes, sure, I think I know what you moan.
Yes, not on the day to day basis, but on a 
permanent role for instance. The permanent role 
of the individual?
Well I think from that point of view, no, I don't 
think I could do that, if a role has been defined 
it is for a very good reason and if you have 
agreed to it in the first place you wouldn't tend 
to change it overnight. So no, I think the 
answer to that would have to be no. You might 
ease into it a little bit, you might find that 
something is done better in another way, &ind 
3"ou will do it, but you won't perhaps do it 
overnight, you might ease-into the situation*
Is there anything that has happened there?
I can't quote you an example, but I think it is 
the sort of thing that does happen, yes, because 
it is an easier thing to do perhaps than to set 
about changing it in a structured way. Khich 
might involve writing reports, or something of 
this nature.
Have you authority to discipline staff?
I suppose so -yes, I guess so. Reprimanding people 
for being late, this kind of thing you mean?
Well I suppose so. If it is necessary I just do 
it, but not suspend people, I would not get 
involved in a situation like that, I think if it 
got to that point it would be far too serious, and 
I don’t believe in suspending people, they are 
either good and Jo their job or you get rid of 
them.
It is an issue which isn't quite so relevant for 
Sales o
Well I.don't think anybody lasts here very long 
who constantly is late, or constantly lazy or 
constantly anything, it doesn't happoi. hat you
Xnt orviewer 
Manager î
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have to say to somebody, "For Christ*s aake get 
your finger out," or whatever, we all keep each 
other up if you know what I mean*
So a dismissal would be unlikely would it?
Oh yes, I just wouldn't bother with that type,
I'd pass it on to someone else I guess* Terminating 
employment is something I have never done in this 
particular job* If a ma.n tended to lose his 
temper and say get out of here, and I suppose 
if somebody wasn't doing a very good job, you 
would just ask for someone else to do the job*
That would involve moving them to another part 
of the company to a function that they are 
capable of performing, or I suppose in an extreme 
case getting rid of them, but I think with the 
size of employment we have there is always a 
slot for someone, I don't think it is a question 
of ever getting rid of anyone, unless they are 
Completely incompetent*
How about your authority to recruit somebody?
Recruitment, that is done strictly through the 
organisation, although again a little informality 
creeps in, you might ask the Personnel people to 
put out a staff opportunity notice, or something, 
a staff vacancy notice which circulates all over 
the world* However, on the second day of the 
notice’s appearance you might just informally 
meet someone who just informally applies for the 
thing, and you might find the thing is filled 
before it is even published anyway* Although 
it is not supposed to happen I think it does 
happen *
You would virtually make the appointment then?
Oh yes, sure*
Are there grievances to be dealt with, does 
anyone have grievances of any sort?
Oh I am sure everybody has grievances all the 
time* There is a procedure, a management 
committee which the company runs, and we have
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OUI’ own representative on that committee who 
happens to be the General Manager, Sales Division* 
So 1 suspect our grievances, if any, wouldn’t f 
reach the Management Committee because we would 
deal with them within the Division anyway* I 
don’t suppose anybody has that kind of serious 
problem, if they have a serious problem they 
are inclined to go and see the man and talk to 
him about it* Grievance also has overtones cf 
filing reports and asking for committees to meet 
and things, and holding boards of enquiry and X 
don’t think we ever get that serious, i.dien 
somebody has a dispute they have a little shout 
about and that is it,,
What authority do you have to promote?
No Ï think not* I suppose the decision would be 
somewhere else up there, having asked for a certain 
situation to happen it would be approved somewhere 
else ™
Interviewer; How about authority to alter conditions of 
employment?
Manager; I think not* No
Interviewer; Are there any bonuses, overtime, additional
Interviewer 
Manager s
Manager
payments ?
That is a laid down thing* You pick someone’s 
spot on the salary sc file in consultation, in my 
case, with o « o c e e o a * o e  O T  tlio General Manager*
We don’t tend to go out hhd entice people in the 
industry, we do it occasionally I suppose on 
certain levels, but we don’t do it as a habit 
because we are pretty good about the staff 
vacancies, the notice routine, offering people 
inside the company the opportunity first. So 
it is not a question of going to somebody and 
saying.sit you are getting ’x ’ with this employer 
ife will steal you away for this* Salaries like 
that are determined basically by the structure, 
if you have got to fill this slot, this is how 
much it is wortho
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Have you the authority to spend financial 
resources, and if so to what extent?
Yes, I don't think I can quote the extent* That 
would depend on the type of expenditure and the 
reasons for it* There again the decision would 
be made by myself as to whether or hot it was 
going to be one of these open ended situations, 
which might get worse and worse or more and more 
expensive* But if it is a simple print order or 
something of this nature, of course just go 
ahead and do it, but if it's a major promotion 
involved then of course you refer it*
Have you authority to control or make decisions 
over other Departments?
To a limited degree, a very limited degree* And 
they wouldn't be making decisions, they would be 
reaching agreements I think*
So say you had a problem with another Department, 
well one I know better is Commercial Planning, 
would you go to the Manager over there and tell 
him or ask him?
You talk to him on the basis that he is 
responsible for his operations, and nothing could 
be achieved without his co-operation
Are there any other areas of authority that we 
haven't mentioned? That you have in your job?
I can't think of any*
Have there been any changes in the extent of your 
authority since you have been in the job?
No, I think not*
It's much the same as when you took it over?
Yes, we are talking about August 1st, so it is 
only a short while ago, there haven't been any 
changes since then*
And do you think there is sufficient authority 
I mean would you prefer a little more authority 
in certain areas where there isn’t sufficient 
to carry out?
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I would like more authority, but I don’t think 
you make more authority, I think more authority 
follows on with the functions and the tasks that 
you are performing, you can’t have authority out 
of proportion to the production if you like®
Yes, it would be nice to have authority and to 
get things done without spending the time in 
perhaps getting people together to get things 
done, but that is the way things are®
In Sales or in general?
Just in general I think® It is an awful lot 
easier if you have some work to do late at night 
to just tell someone to stay on and grab three 
other people from another Department to help out 
and so on, but it is not possible to do that®
What you do is you go along and persuade them to 
do it® It works just as effectively, in fact 
it probably works better®
OK® Now finally can I just ask you who would 
take over the job from you, who would assume 
responsibility for your job, in the absence of 
yourself?
Theoretically the Sales Executive® But as we 
don’t have one right now, in fact the Western 
Hemisphere System Chief, » ® ® ® ® ® In other words
my boss rather than my next in line®
Because he is the only one?
Yes, Although again informality creeps in and 
my colleagues would cover for me if I was on a 
trip® Because we all know each other’s customers 
they would be able to help with a decision on 
whether or not to act before my return, because 
of course my secretary would keep them advised 
of any problems she would have*
How about to your immediate superior, presumably 
it is the Western Hemisphere Manager again, who 
would assume responsibility for his job?
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Sorry, wiio would assume responsibility for ray 
bosses job if he was away? There is nothing laid 
down, I think it would be a combination of various 
people, I think the Eastern Hemisphere manager, 
would help, I think, ®®®»®®» « *®®would jump in 
here, a***.®,** would help, I guess we all would, 
it is just a question of closing ranks when 
someone is not about®
Vhat about your South American manager?
Well of course he is geographically unable to 
assume anything really, he is in Buenos Aires®
Sorry yes, but who would assume responsibility 
for his role if ho were absent for some reason?
If he were absent in Buenos Aires, his role would 
be assumed by the Manager, Argentina, because he 
is based in the same office® Unfortunately it 
is a very difficult route' to parallel with the 
others because ive have this split®
25'
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